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Abstract

The purpose of this research is the study of Transformational Leadership in Greek
Primary Education. Based on the FRL theory of Bernard M. Bass and using the
MLQ5X survey we tried to examine which leadership styles are being used from the
principals of school units. The questionnaires were administered to teachers who
evaluated the leadership styles of their principals. The Statistical program SPSS 20
was used for the extraction of results and for the factor analysis that we used to
examine the structural validity and internal consistency of the MLQ5X based on our
sample. The results showed the existence of two factors for our sample of 50 teachers.
The first factor consists of all transformational Leadership components along with
transactional practices. The second factor showed a more passive avoidant style from
the principals. Thus, Transformational Leadership behaviors are applied sometimes to

fairly often from principals in Greek Primary Education.

NepiAnyn

YKkomdg g mapovoag epyaciag Nrav n peAétn e Metaoynuoatiotikng Hyeolog
otov yopo ¢ EMnvikne Ipotopfddueg Exmaidevons. Exoviag g mpdtvmo to
povtédo FRL tov Mnépvapvt M. Mnog kou pe ) Ponfsia tov gpyareiov MLQ5SX
TPOCTAONGALE VO GUUTEPAVOLLE TOWL EIVOL TAL MYETIKO GTUA TOV YPTGUYLOTOLOVV
oevBuvtég ota EAANvikd ZyoAeia. o Adyovg ypnowodrog, T pOTNUOTOAdYLN
doOnkav oe daokdiovg kot dackdies g I[Ipwrtofdbuog Exmaidevong mov
a&loAdynoay 10 NYETIKO GTVA TV dELBLVTOV Tovg. Mg TN YPNON TOL GTOTIGTIKOV
gpyareiov SPSS 20, mpaypoatomombnkay ol amapaitnTes LETPNOELS AMOTEAECUATOV
KaBMOG Kol OlEPELVNTIKY TOPAYOVTIKY] OVAALGT pHe okomd va e&ayfodv acpain
CLUTEPACLATO OGOV 0POPA TNV a&lOTGTIO KOl TV GVVOYN TOV EPOTNLUATOA0YIOV GTO
nmhaicto ¢ EAMvikng [pwtofdOuiag Exnaidevong. Ta amotedéopata £dei&ov v
Omapén 000 TOPAYOVTWV TOV OVTIGTOLYOVV GE dVO SLOPOPETIKEG KOTIYOPIES NYETIKAOV
otA. ‘Evag omd 7tovg mapdyovieg mepPlEYEL Kol OAOL TOL OCLOTOTIKA TNG
Metaoynuatiotikng Hyeoiog delyvovtag 0Tt o1 AtevBuviég ypnoLOTOI0VY TPOKTIKES

™G o€ &vav PETPLO TPOGS IKAVOTOMTIKO Pabuo.
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PART A - DEFINING AND EXPLORING TRANSFORMATIONAL
LEADERSHIP

1. Introduction
1.1. Theoretical basis

The research concerning the most appropriate and effective style in terms of
Leadership has highly been debated through the years in the American and British
Literature. How can managers in a school unit arouse the interest of their subordinates
and how can they motivate them to perform beyond normal expectations, to
encourage them to innovation and creativity and make them believe in their work and

in themselves?

Many types of Leadership have been developed in the past century. If we can
briefly summarize, we could tell that we have a) classic approaches, where leader and
subordinate have a more transactional relationship, where strictness, supervision from
the manager to the subordinate and a reward-punish system are key elements of the
culture in the aforementioned organization and b) modern approaches, the so called
"neo charismatic" theories of leadership where managers try to make subordinates
willingly cooperate with them. (Saiti, Saitis, 2012: 259) This approach suggests that
people have needs and desires and the managers' role is to look upon their needs if

managers want to motivate and inspire them.

In this paper, we will try to analyze one Leadership style that has aroused and
sparked the interest of many Leadership theorists and is called Transformational
Leadership. Transformational Leadership was initially introduced by James V.
Downton, the first to coin the term "Transformational Leadership”, a concept further
developed by Leadership expert James MacGregor Burns. (as cited by McDowelle,
2009) According to Burns, transformational Leadership can be seen when "leaders
and followers make each other advance to a higher level of morality and motivation.
Through the strength of their vision and personality, transformational leaders are able
to inspire followers to change expectations, perceptions, and motivations to work

towards common goals. (Burns, 1978: 18)

Bernard M. Bass (1985), extended the work of Burns developing his famous
Transformational Leadership theory. The Components of Transformational
Leadership is the basis for the research that we are about to conduct. There are 4
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components to transformational leadership, (Bass & Riggio, 2006: 6) commonly

referred to as the 4 I's:

Idealized Influence (11). Transformational leaders behave in ways that allow
them to serve as role models for their followers.

Inspirational Motivation (IM). Transformational leaders behave in ways
that motivate and inspire those around them by providing meaning and
challenge to their followers' work. For this component it is essential to see the
most important motivational theories dating back from Taylor's mechanistic
approach to Herzberg's Hygiene Factors. What motivates people to work is
something crucial in order for the manager to ensure high standards for his
school, company, etc. The role of vision is discussed and its power to
motivate is highlighted.

Intellectual Stimulation (1S). Transformational leaders stimulate their
followers' efforts to be innovative and creative by questioning assumptions,
reframing problems and approaching old situations in new ways. Which ways
can the manager use to promote innovation and creativity in his school?
Individualized Consideration (IC). Transformational leaders pay special
attention to each individual follower's needs for achievement and personal
development by acting as a coach or mentor. For this component, We
highlight the significant role of EQ (Emotional Intelligence) and how the
personality traits of a leader play a crucial role for winning the hearts and
minds of his subordinates. (Bass & Riggio, 2006: 5-7)

1.2. Motivation for this research

Isn't it significant to have managers leaders and not simple managers that only

issue orders and you have to obey them simply because of hierarchy? How many

teachers are inspired by their principals? How many managers - leaders do we have

currently in our schools in the academic year 2017-2018 in the public sector of the

Greek Educational System regarding the primary education? Can we talk about

transformational leadership in the Greek Educational System? These are only some of

the questions that this dissertation will try to answer. With this dissertation, effort is

being made to disseminate knowledge to managers who believe that something

12



greater such as Transformational Leadership cannot exist or be developed effectively

in Greece.

A great manager is the one who will try to win the hearts and minds of the
subordinates of its organization. The 4 I's of the Transformational Leadership are
highly intriguing and if implications of this style of Leadership could be taught to
future managers then not only could they transform themselves into leaders but also
pass this capacity down to their followers. Thus, a bigger change in the schools could
happen which could trigger greater changes in the Greek Educational System per se.
Transformational Leadership is about changing with a clear vision. Can we find a

higher vision independent of the political desires of the governments that rule?

The approach of transformational Leadership should be examined in the Greek
Educational System using primary education as a case in point and this is the reason

this thesis have been conducted.

1.3. Purpose of this research

The main purpose of this research is to examine if Transformational Leadership is
applied in the public primary Educational System by principals and most specifically
in to what extent this happens and how the components of Transformational
Leadership (the 4 I's) are visible and applied by the perspective of the teachers that
have daily cooperation with the managers of the school organization in which they
work. Research has shown that authentic transformational leadership has an impact in
all cultures and organizations because transformational leaders have goals that
transcend their own self-interests and work toward the common good of the followers.
(Bass & Riggio, 2006: 16)

In Part A, we define basic terms like management, leadership, transformational
leadership, leadership traits and behaviors that a leader should display to his
followers, motivational theories and we explore briefly in more depth the
characteristics of the four components of transformational leadership. In Part B, we
measure the leadership styles that principals in the Greek Primary Education use using
the MLQ5X which has been constructed by Bass and his colleagues. The

methodology that has been used is factor analysis to examine the structural validity of

13



the MLQ5X in the Greek Educational system. We will discuss the results and
examine how teachers perceive the leadership of their principals making also

suggestions for future research.
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2. Defining management and directing

The question of what is management has troubled lot of researchers during the
years. Many definitions have been given regarding the term management. Although
consensus has not been reached, we can say that management generally is defined as a
functioning process which encompasses specific actions such as: programming,

organizing, decision making, directing, coordination and control. (Saitis, 2005: 30-31)

Another definition suggests that management is the process of accomplishing
specific objectives within a constantly changing environment resulting to efficiency,
effectiveness and justice and succeeding having the best results through other people
with limited resources in use. (Saiti & Saitis, 2012: 26) Adjustment to changes,

morality and team effort are key elements of this definition.

For this paper, we will take the definition of management as the art or the capacity
of the manager to guide effectively human and material resources for the
accomplishment of specific objectives. Otherwise we could say that management is
the art or the capacity to achieve results through others and not by doing something by
yourself. (Saiti & Saitis, 2005, 2012: 31, 26) In this notion, effective management
occurs when managers successfully make their employees willingly cooperate with
them for the success of the organization leading to the best possible results with the

less possible costs.

The definition of management by Peter Drucker is summarized by 5 points which
are the following:

e making people's strengths effective and their weaknesses irrelevant.

e Enhancing the ability of people to contribute.

e Integrating people in a common venture by thinking through, setting and
exemplifying the organizational objectives, values and goals.

e Enabling the enterprise and its members to grow and develop through
training, developing and teaching.

e Ensuring everyone knows what needs to be accomplished, what they can

expect of you, and what is expected of them. (Drucker, 1977: 29)
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Concluding, management is not just a set of behaviors that you apply everywhere
in the same way. Rather, it is the ability to assess an environment and its people, and
choose the right skills for the situation at hand. According to a Harvard study, 85% of
managers get ahead based on their ability to deal with people, while only 15% do so

based on technical competence. (Wellington, 2011: 31)

2.1. Management: art or science?

It is known that if we want to accomplish a specific goal, it is wise to approach the
problem by making a rational design of all the actions that we should take. That is
called strategic planning or programming and it is sure crucial for the accomplishment
of goals, from the least complex to the most complicated ones. We have all the
resources for making such rational plans by the science of management. But we know
also that the human factor cannot be measured exactly because of its variability and
complexity. (Saiti & Saitis, 2012 & 2014: 27, 23-24) We can hypothesize for certain
results based on human behaviors but we cannot be certain about the productivity or
the effectiveness or the outcomes of these behaviors. Furthermore, the human
behavior cannot be measured with certainty because of the aforementioned reasons

we discussed earlier.

The result is that the successful accomplishment of a goal is dependent not only by
the rational programming and its execution but foremost by the volitional cooperation
of the human resources which the organization possess and can be secured by the
managerial capacities and attributes of the manager regarding the human factor. As an
example, knowing what motivates our human staff can make the manager employ
specific practices that will give to the human staff the proper motivation and the extra
effort to accomplish specific goals. (Saiti & Saitis, 2012: 27-28)

Concluding for this small chapter, management is both art and science. Science
because it is supported by basic principles and uses scientific approaches and theories
which are the base for science and art because it gives to those who exert management
all freedom and initiative to make choices which are not based exactly to scientific
measurements but also to use as an example, intuition, a term that cannot be

scientifically measured and is being built by the experiences which the manager
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possess. The art of management is actually to gain results by others making them

willingly cooperate with you.

2.2. What makes management effective?

There are certain elements that determine when management is effective or

ineffective. These characteristics are the following: (Saiti & Saitis, 2012: 52-55)

a) Emphasis to the function of organizing. Rational span of control, equation of

power and responsibility, distinction of authorities, unity of administration, staff
stability and coordination of procedures. All these are duties that the manager should
take on account more specifically in the programming stage if the manager wants to

ensure the smooth and efficient course of actions.

b) Effective Leadership. Leadership is more efficient when is human - centered.

According to Carl Rogers a human - centered management should follow the next

principles:

the principle of empathy.

e the principle of unconditional regard which means that independently from the
actions of someone the most important is to respect him as a human being.

e the principle of congruence that means honesty and consistency among words
and actions.

e The principle of communicability which means regard to the messages and

opinions of the others with the establishment of authentic communication as a

priority.

c) Specific and tangible goals. Goals that will make the employees work hard for

them, motivate them, connect them with the vision of the organization. If the goals are
not perceived by the employees as intriguing to accomplish or tangible then the

results will be failure, lack of effort and disorganization.

d) Strategic Planning. Strategic planning offers to the organization the stability,

direction and programming that is needed to accomplish the specific goals that have

been defined.
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e) Team Spirit. Without team spirit there is lack of cooperation which can bring
disastrous consequences like disorientation on duties, mistakes, failure and negative
efficiency. When a team shows bonding and mutual cooperation exists within its
members then efficiency, productivity and the function of the organization will rise to

higher levels of performance.

f) Efficacy in_Decision Making. This happens when there are certain decision-

making policies inside the organization.

g) Objective Evaluation System. An organization with an objective evaluation

system wants to ensure to what extent the predefined goals have been accomplished
or not. This evaluation system must be valid, objective and global for the whole

organization.

2.3. Directing

Directing is the activation and guidance of the human staff in order to contribute
effectively to the implementation of the specified targets which the organization has
set. This paper focuses on the human factor in an organization and thus, directing, is
the function of management which has a direct relationship with the control of the
human factor. (Saiti & Saitis, 2012: 30-31) Directing refers to these actions by the

managers:

a) staff recruitment, and more specifically finding the most appropriate employee for

a specific part of a job.

b) empowerment that means that the manager can share some of the power that

possesses with his followers because of his hierarchical position in the organization so
that they can cope with specific issues that arise. Thus, all personnel have the chance
to make decisions and take initiative. Finally, this works only when the manager has

trust and applies open communication in the organization.

¢) systematical education of the employees of the organization for the development

and growth of their capacities and knowledge.
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d) motivation of the personnel for the accomplishment of goals. The manager to
motivate the staff can use techniques such as persuasion, give them initiative to make

their own choices and idealized influence.

e) supervision with the sense of giving directions and oversight of the work in

progress.

f) communication between managers and personnel and between the multiple levels

of an organization. Bidirectional communication is a necessity for an effective
organization and for the creation of a favorable climate in the team. The manager

should learn to listen to his followers carefully and to do so he should:

e Care for the creation of a favorable climate.

e Listen all the story.

e Correspond to the emotions of the interlocutor.

e Submit questions with caution.

e Act in practice his interest for the interlocutor.

e Give his honest opinion and try to give in the end a solution to the problems

that arise.

g) coordination of all tasks with particular attention to avoid omissions. Division of
labor in an organization combined with inspection from the manager is critical for the
success of the tasks. Also, with coordination the harmonization of all efforts,
uninterrupted operation of the individual sectors of the organization and their mutual

and beneficial collaboration is ensured.

h) Conflict Handling, an effective manager is the one that deals with internal

problems of a team, learning to hear all the involved counterparts and finding a
solution that serves at the greatest extent the goals of the organization and the
happiness of the personnel that had the conflict. (Saiti & Saitis, 2012: 30-31)

Directing has a major difficulty which is beyond the big number of actions that this
function encompass. This difficulty stands on the fact that the human factor cannot be
measured, cannot be determined or affected to a specific direction with certainty or
because there is a manager - follower hierarchical relationship in the organization, this

does not mean that the follower will follow the directions of the manager to the point.
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There are other factors which determine the actions of a human behavior like the
motivation of the employee, the needs of the employee and the leadership style of the
organization and thus an effective manager should know what really makes their
personnel give the extra effort that every manager wants from the team.

2.4. The basic principles of educational administration

a) Leqgality. It is determined by the Constitution and the educational administration is

obliged to act according to the current legal framework.

b) Efficiency. The school unit must have high efficiency. The manager of a school
should act in a way that promotes not only creativity but also produces high efficiency

and extra effort from its staff.

c) Democratic Administration Style. This means that the manager should use in

action the participative leadership when it comes to decision making. A manager
leader must not be absolute in his actions but should be distinguished for his

flexibility and openness to new solutions by his staff.

d) Direct Supervision. When Supervision is done with emphasis in the personal

contact and the genuine interest by the manager to the followers then the role of
Supervision is becoming more substantial and the more efficient will be the
performance of duties by the manager.

e) Justice. This points out to the actions of the manager that must be legal and

objective. A moral leader is the best role model for the followers of the organization.

f) Correct decision making. A decision should be made with logic and not with rush

actions. A combination of global study of the problem and a calm mental state is

essential for an effective and right decision by the manager.

g) Adaptation and flexibility. As the external environment is changing so is the

internal environment of the school system in our case. The manager must have the
proper skills to adapt to these changes and show flexibility and openness to new ideas
so he can deal with problems from different perspectives. A manager who cannot
adapt to the changes is condemned to fail to the successful administration of his

school.
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3. What is Leadership?

Leading is one of the most important functions of management. Many consider it
the liveliest element in the management process. There is a big number of definitions
regarding leadership. One of the most widely accepted is from Martin M. Chemers.
For him leadership is a process by which one person influences the thoughts, attitudes
and behaviors of others, a process of social influence in which one person can enlist
the aid and support of others in the accomplishment of a common task. (Chemers,
1997: 18)

According to Koontz and O'Donnell, Leadership is the ability of a manager to
induce subordinates (followers) to work with confidence and zeal (Saiti & Saitis,
2012: 260) Leadership is the ability to get other people to do something significantly

that they might not otherwise do and energize people towards a goal.

Dimitris Bourantas defines leadership as a procedure of influencing the thoughts,
emotions, beliefs and behaviors of a team of people from a certain person (the leader)
with a way that the people are voluntarily and willingly with the proper cooperation
from both sides give their best efforts to utilize their objectives that come from the
mission of the team and their ambition for progress and a better future. (Bourantas,
2005: 197-198) Thus, influence and volunteering are basic components of this

definition.

Pat Wellington defines leadership as "getting people moving and heading for a
positive future with vision". This means influencing people, by providing motivation,
direction and purpose, while operating to accomplish the mission and improve the
organization. (Wellington, 2011: 1) Respectively, Daniel Goleman said about
leadership that it is not dominance but on the contrary, it is the art of persuading
people to work for a common cause. For Goleman, Emotional Intelligence, and the
skills regarding it, are crucial for a leader’s success. (Goleman, 1998: 216) The leader
is the person that others are looking to for safety, security, verification and clarity

when there is uncertainty or threats in the environment.

For Hollis L. Green, authentic leadership uses four essential elements which are:

vision, courage, integrity and perseverance. He also believes that an additional
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element should be included which is the knowledge of how individuals developed

efficiently and eventually learn. (Green, 2013: 137)

Effective leadership was once viewed as being able to impose one's will on the
group. Modern leadership theories try to develop mutual respect between the leader
and the follower. An engaging leadership is the one which supports honesty,

transparency, integrity, empathy and healthy relationships.

In conclusion, leadership is an energetic process in which one person, the leader,
tries with influence, persuasion and his idealized behavior to make willingly and
voluntarily his followers give their best for the completion of the organizational goals.
The leader has certain traits and abilities and is named leader not because of his
hierarchical position but because of the great qualities that shows to his followers. The

leader leads by example and is passionate, ethical and just.

3.1. Leadership vs. management

Leadership is often distinguished from management. Based in the literature,
management deals more with its functions (planning, organizing, directing,
controlling and coordinating resources) that lead to achieving the specific goals of the
organization. Management does not give priority in the building of relationships with

people inside the organization.

Leadership on the other hand involves the human factor energetically in the
process with emphasis given in the building of a real relationship between leader and
follower. Leadership is active, it is directing change and it is interpersonal. True
leaders inspire, have vision, set directions, enable people develop and extend their
capabilities, inspire loyalty and respect. (Shelton, 2012: 29) Followers choose to give
their talents and commitment to the leader. Leadership is at the same time an innate
attribute and something that can be learned and developed by teaching and practice in
the field.

Leadership is the key to breaking away from the more traditional, less flexible
styles of management. Not everyone in an organization is a leader. For example, those
who have power because of the position that they possess in the hierarchical structure
which is called positional influence are not considered leaders unless they also have
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personal influence which is the ability to influence others to follow them voluntarily
toward stated objectives. To call individuals who simply hold a position a leader is to
discredit the people who actually influence a group to accomplish the tasks assigned
to them. Thus a manager uses more positional or legitimate power while a leader uses

personal or referent power to win his followers.

Wellington makes his own distinction between management and leadership.
Management is operational (present oriented) while leadership is evolutionary (future
oriented). Management activities tend to be task-oriented and include things like day-
to-day planning, budgeting, problem solving, administration and control while
Leadership activities have more far-reaching future consequences. The manager's role
is to manage change today. The leader's role is to manage change impacting future.
(Wellington, 2011: 19-20)

Finally, in an article at the Harvard Business Review, Abraham Zaleznik cited his
views regarding the management leadership discussion. Very briefly we highlight the
most important differences: (Zaleznik, 1992, Bourantas, 2005: 202)

e Managers are more passive and impersonal towards organizational goals.
Leaders are more active instead of reactive and shape their own ideas towards
goals.

e Managers make decisions, negotiate and bargain with followers and offer
rewards and punishments as forms of coercion. Leaders use influence and
make followers active in the decision process. Also, leaders generate
excitement.

e Managers are more strategy-oriented while leaders give very significant role in
the terms of vision and imagination.

e Managers seek order and control and want the disposal of problems that arise
before they understand their potential significance. Leaders tolerate chaos and
lack of structure and are prepared to keep answers in suspense, avoiding fast
closure on important issues.

e Managers relate to the people according to the role they play in the
organizational events and in the decision-making process. Leaders relate with
followers in more intuitive and empathetic ways and form emotional

connections.
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Putting this discussion in the school context, we can say that a principal in a school
unit should certainly use all the management functions in his exercise of duties. From
programming his daily basis to coordinating and organizing effectively all the factors
(material and human). But the most important for a principal which we will analyze in
other chapters is how to be a leader and not only a manager. The principal in a school
unit can use many ways to make his staff put the extra effort. The principal can win
the hearts and minds of the staff. Thus, the principal in a Greek primary school can be
a leader and not only a manager, a state employee for the Greek public system. Thus,
a change or a transformation is needed in the Greek Educational System if things are

to change drastically and for the better.

3.2. Leadership styles

Leadership style is the manner and approach of providing direction, implementing
plans, and motivating people. It is the result of the philosophy, personality, and
experience of the leader. (Wellington, 2011: 10) Based on the bibliography, we
present some of the major leadership styles: (Wellington, 2011: 10-13, Saiti & Saitis,
2012: 264-265)

1. Authoritarian (autocratic) style: This is used when managers tell their team
members what they want done and how they want it done, without getting input and
views from team members. Managers are highly autocratic. This style is more
instruction-oriented towards members. The manager uses rewards and punishment as
means of motivation. This is an approach that reminds Frederick Taylor's view of

management.

2. Participative (democratic) style: This style involves the leader including one or
more team members in the decision-making process, however the leader has the final
decision-making authority. When a leader uses this style, he shows respect and trust
to his followers something normal because a leader does not possess full expertise and
knowledge in all scientific areas. The leader eventually can make better decisions

when he has the full support of his followers.

3. Delegative (Laissez-faire) style: Team members have full freedom and make the

decisions, however the leader is still responsible to the upper levels of command for
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the outcomes. This style is only efficient when team members have the tools and
expertise to do what needs to be done. This is not a style to use so that you can blame
others for a failure but rather is a style to be used when you fully trust and have
confidence in your team. One of the negative aspects of this leadership style is the
passiveness that the leader illustrates and the fact that the leader may be absent when

he is mostly needed by his followers.

4. Paternalistic style: In this style the leader hears employees over issues and listens
to their feedback or opinions. The leader is a 'father figure' and is very interested in
how happy team members feel. The leader still makes final decisions, as leaders
believe that team members still need direction. The negative aspect of this style is that
it focuses too much on the human factor and this may lead to the unsuccessful

completion of the organization's goals.

In the following chapters we analyze more analytically another two leadership
styles. Transactional and transformational leadership with the latter being the
fundamental style and one of the reasons for the writing of this paper.
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4. Transformational Leadership and Transactional Leadership

Transformational leadership is a style of leadership where a leader works with
followers to identify needed change, to create a vision to guide the change through
inspiration, and execute the change with the voluntary help of committed members of
a group. This kind of leadership enhances morale, motivation and the job-
performance of followers. This is done successfully by connecting the followers'
sense of identity and self to a project and to the collective identity of the organization,
by being a role model for followers in order to inspire them and influence them
towards a specific action and by understanding the strengths and weaknesses of
followers with purpose of leading them to growth and further development of their

abilities and powers in order to enhance their performance.

The basic ingredient that Transformational Leadership carries and tries to
accomplish by exercising it is change. Transformational leadership has in its core the
changing effect that can cause alterations in many parts of an organization. The
success of Transformational Leadership is determined by the leader's personality,
traits and ability to make a change through example, projecting to followers an
energizing vision and challenging goals. Transformational leaders know how to use

human assets and how to motivate and direct them. (Shelton, 2012: 1, Bass, 2006: 3)

Green points out that ‘Transformational Leadership was designed to develop the
capability to innovate in an organization and to build capacity to revise purpose or
mission statements in an effort to support positive change in the teaching/learning
environment. The focus is on a shared vision and constructive change.
Transformational leadership seeks to build commitment to objectives and to empower
others regardless of their level in the organization to work toward reaching

institutional, group, and individual objectives”. (Green, 2013: 41)

Transformational Leadership builds partnership which aims on reaching a higher
level of motivation, trust, engagement and empowerment. Research suggests that over
88% of all leaders are transactional leaders while less than 12% are true
transformational. (Shelton, 2012: 1, 3-6) Transformational leaders promote flexibility,
creativity and independent thinking and try to strengthen the organization's hierarchal
structure and programs by trying to achieve change from the inside building new
policies, expanding programs that have prospect while collapsing structures who are
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not efficient anymore. Another unique aspect of Transformational Leadership is the

emphasis of moral responsibility to others, which is closely aligned with integrity.

Transformational leadership effectively crosses cultural barriers. Behaviors such
as giving, kindness, concern for others, gratitude, individual consideration and
constructive communication are effective in all cultures. (Shelton, 2012: 184)

On the other hand, Transactional leadership gives emphasis to the transaction or
exchange that takes place among leaders and followers. This transaction is based on
the leader discussing with others what is required and specifying the conditions and
rewards these others will receive if they fulfill those requirements. The leader
provides rewards such as promotions or increase in payment and in exchange acquires
loyalty and productivity by his followers. That is the basis of transactional leadership.
Transactional leadership thus places emphasis on a rigid structure of rules that when

are violated then punishment or corrective actions take place by the leader.

Contra wise, Transformational leadership raises leadership to a higher level.
Transformational leadership involves inspiring followers to commit themselves to a
shared vision and goals for an organization or unit, challenging them to be innovative
problem solvers, and developing followers' leadership via coaching, mentoring, and
provision of both challenge and support. Transformational leaders lead in such a way,
as to anticipate responses of followers, and followers and leaders may exchange
places. (Bass & Riggio, 2006: 4)

For transactional leadership the emphasis is given to the system that exists in an
organization, in our case, the school system, and the principals tries to follow the
norm of the system, the directions that he has from the ministry of Education
successfully completing the predefined objectives with the help of the teachers who
are indebted to follow suit in what the principals tell them to do. It is evident that
transactional leaders/principals follow the status quo with their main focus to be the
smooth operation of their obligations to the upper level of command and react to
problems when these occur rather than being proactive. Transactional Leadership
centralizes power and control at the top of the hierarchy. Transactional methods do

not push or delegate responsibilities, power and influence to the workers.
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Reaching a conclusion, the difference between transformational and transactional
leadership is in at the difference between the methods that these styles of leadership
use for motivating their followers. Transactional leaders use the organizational
structure and procedures as tools for motivation and use the system of rewards or the
fear of punishment as prime motivators for the behavior of the followers while
transformational leaders try to get inside the hearts and minds of their followers and
establish a mutual connection which can lead to higher expectancy of productivity.
Thus, transformational leadership is based on the relationship between the leader and

the follower putting worth on the interests of the individual.

If principals in the Greek Educational System want to win the teachers that work in
their school unit, they should try to use practices of transformational leadership in a
higher rate. Research by Sparks, Schenck, Hoyt, Blascovich, Sosik, Avolio,
Leithwood, Ingram, has shown the beneficial effects that transformational leadership
can have in many organizational contexts with education as an example. (Bass &
Avolio, 2006: 50-56, Ingram: 1994, Leithwood: 1990,1999)

4.1. The origins of Transformational Leadership

The concept of transformational leadership was first introduced in 1973 by
sociologist James V. Downton, the first to coin the term "Transformational
Leadership” in his book Rebel Leadership: Commitment and Charisma in the
Revolutionary Process in which he tried to form a categorization of leaders based on

certain characteristics. (McDowelle: 2009)

James Macgregor Burns further developed the conceptualization of Downton's
work in his famous book "Leadership" that was published in 1978 and consolidated
the term Transforming Leadership which we now know as Transformational. Burns
saw leadership as distinct from mere power-holding and identified two basic types of
leadership which he defined as: transactional and transforming. Transactional leaders
are those who lead through social exchange. A transactional manager in an
organization offers financial rewards in exchange for effort and productivity. On the
other hand, he can deny financial benefits if there is lack of productivity. This bargain

between the two sides does not create a strong relationship, the bargainers have no
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enduring purpose that holds them together so leader and follower are not united in a

mutual and continuing pursuit of a higher purpose. (Burns, 1978: 19-20)

Contrast to the prior, there are the transformational leaders who inspire and
stimulate their followers to not only achieve extraordinary results but develop also
their own leadership capacity on the way. Transformational leaders help followers
grow and develop into leaders by responding to individual followers' needs by
empowering them and by aligning the objectives of the individual followers, the
leader, the group, and the organization. Thus, for Burns, leaders and followers raise
one another to higher levels of motivation and morality. Leaders and followers also
have a common purpose. Burns characterized transforming leadership as elevating,

mobilizing, inspiring and uplifting. (Burns, 1978: 20)

He believed that transforming leadership is more efficacious and drastic. More
specifically: "The transforming leader recognizes and exploits an existing need or
demand of a potential follower. But, beyond that, the transforming leader looks for
potential motives in followers, seeks to satisfy higher needs, and engages the full
person of the follower. The result of transforming leadership is a relationship of
mutual stimulation and elevation that converts followers into leaders". (Burns, 1978 -
4) A very important aspect of transforming leadership is its transcendence in the
sense that the leaders throw themselves into a relationship with followers who feel
"elevated"” by it and thereby becoming more active and in this way developing their
skills. It is the leader who creates the links that allow this type of connection and

exchange to take place.

Burns thus believed that leadership is not practiced by ordering subordinates and
waiting for them to obey, a classic approach of leadership in the early 90's but
believed that the leader should try to understand the followers adding a psychological
context in leadership. As he added, we must see power and leadership as not things
but as relationships. (Burns, 1978: 11) Furthermore, Burns tried to add to leadership a
moral tone, a leadership that tries to accomplish not only the satisfaction of the
authentic needs of its followers but to produce also social change. Leaders like Martin
Luther King and Mahatma Gandhi are prime examples of transformational leaders

who tried to bring social change winning the hearts and minds of their followers.
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4.2. Bernard M. Bass' Transformational Leadership theory

Bernard M. Bass extended in 1985 the previous work of Burns by explaining the
psychological mechanisms that underlie transforming and transactional leadership.
Bass introduced the term "transformational” in place of "transforming". Bernard M.
Bass explained how transformational leadership could be measured and made efforts
on developing a method which could measure effectively a leader's transformational
and transactional aspects. Bass also explained how transformational leadership
impacts follower motivation and performance. The transformational leader firstly
influences his followers and the followers feel trust, admiration, respect and loyalty
for the leader and because of the qualities that the leader shows followers are willing

to work harder than originally expected.

Extra effort occurs from the followers when they do not work only for self-gain
but are inspired by the mission and vision that the leader has articulated to them and
successfully the leader builds a collective identity. The leader transforms and
motivates followers through the 4 I's of Transformational Leadership for which we
will talk in next chapters. Finally, in contrast to Burns, Bass suggested that leadership

can simultaneously display both transformational and transactional leadership.

According to Bass, transformational leaders: (Bass, 1999)

e Emphasize to intrinsic motivation and positive development of followers.

e Raise awareness of moral standards and foster higher moral maturity in
followers.

e Highlight important priorities.

e Create an ethical climate.

e Encourage followers to look beyond self-interests to the common good.

e Promote cooperation and harmony.

e Use authentic, consistent means and persuasive appeals based on reason.

e Provide individual coaching and mentoring for followers.

e Appeal to the ideals of followers.

e Allow freedom of choice for followers
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4.3. The components of Transformational Leadership

There are four components to transformational leadership, commonly referred to

as the 4 I's. These are:

A) ldealized Influence (I1). Transformational leaders have followers who view them
in an idealized way, and as such, wield much influence and power over their
followers. Transformational leaders serve as role models and thus are admired, trusted
and respected. Followers identify with their leaders and their mission and want to
emulate them. They develop strong feelings about such leaders and conceive them to
have extraordinary capabilities, persistence and determination. (Bass, 2006: 6)
Transformational leaders arouse others with whom they work with a vision of what
can be accomplished. Transformational leaders who empower their followers develop
them to have higher level of autonomy and performance. Finally, these leaders can be

counted on to do the right thing, demonstrating high standards of moral conduct.

In The Multifactor Leadership Questionnaire (MLQ), there are two aspects of
Idealized Influence, the leader's behaviors and the elements that are attributed to the
leader by followers and other associates. Thus, Idealized Influence is measured by
separate subfactors in the MLQ which are Idealized Attributes (IA) and Idealized

Behaviors (IB). These two together form the Idealized Influence component.

B) Inspirational Motivation (IM). Transformational leaders behave in ways that
inspire and motivate those around them by providing meaning and challenge to their
followers' work. (Bass, 2006: 6) These leaders articulate shared goals and mutual
understanding of what is right and important. They display enthusiasm and optimism
to their followers and they provide vision where followers get involved in shaping it.
They create clearly communicated expectations about what followers need to do and
demonstrate commitment to goals and the shared vision. A compelling vision makes

followers put extra effort to materialize it.

C) Intellectual Stimulation (1S). Transformational leaders stimulate their followers'
efforts to be innovative and creative by questioning assumptions, reframing problems,

and thinking about old problems in new ways. (Bass, 2006: 7) Creativity is
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encouraged and promoted. Criticism is being given with a manner that has a positive
effect to the followers. Followers also are encouraged to question their own beliefs,
assumptions and values. Followers are in included in the problem solving and try to
find new innovative approaches without criticism by the leader. An intellectually
stimulating leader arouses the imagination of the follower and makes him recognize
his inner strength regarding creativity and innovation. Finally, the status quo is

question through intellectual stimulation.

D) Individualized Consideration (IC). It means understanding and sharing others'
concerns and developmental needs and treating each individual uniquely. Individual
differences in terms of needs and desires are recognized. (Bass, 2006: 7) Leaders act
as coach or mentor to followers but not only to satisfy and recognize their current
needs, but also to expand and elevate those needs to develop full potential.
Techniques like "two - way exchange in communication and management by walking
around" are practiced in a greater extent. Interactions with followers are personalized,
for example the leader is aware of individual concerns and sees the individual as a
person and not only as an employee. Lastly, the individually considerate leader listens
effectively and delegates tasks as a means of developing followers.

4.4. The full range of Leadership model

For this paper, we use the FRL model as the basis to measure Transformational
Leadership along with the other styles of leadership which principals of Primary
Education in Greece apply and specifically in what extent. The FRL model includes
the following components who we categorize from the most passive and ineffective

leadership style to the most active and effective leadership style.

1) Laissez-Faire Leadership (LF). Laissez-Faire Leadership is the absence or
avoidance of leadership. It is the most inactive style of leadership. Necessary
decisions are not made and the leader tries to delay actions. Responsibilities are also

ignored while authority remains unused. (Bass, 2006: 9)

2) Management-by-Exception Passive (MBE-P). Management-by-Exception

Passive has a corrective transaction quality in which the leader waits passively for
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deviances, errors and mistakes to occur and then taking corrective action. Passive
leaders avoid to provide goals and standards to be achieved by followers. The fact that
the leader waits for things to go wrong before taking action can have a negative effect
on desired outcomes - opposite to what is intended by the leader.

3) Management-by-Exception Active (MBE-A). In active MBE, the leader arranges
to actively monitor deviances from standards , mistakes, and errors in the follower's
assignments and to take corrective action when necessary. The leader also specifies
what is an ineffective performance to the followers and may use punishment as

corrective measure. (Bass, 2006: 8)

4) Contingent Reward (CR). This constructive transaction has been found to be
reasonably effective in motivating others to achieve higher levels of development and
performance. (Bass, 2006: 8) Contingent reward leadership has the transactional
leadership characteristics. The leader assigns or obtains follower agreement on what
needs to be done with promised or actual rewards offered in exchange for effectively
carrying out the assignment. Contingent reward may have a transformational aspect in
little rate when the reward is psychological, such as praise. On the other hand,
contingent reward is transactional when the reward is a material one, such as a bonus.
The Leader in Contingent reward defines expectations, discusses in specific terms
who is responsible for achieving performance targets and expresses satisfaction when

others meet expectations.

5) 4 I's of Transformational Leadership (4 I's). In the previous chapter we analyzed
the 4 I's of Transformational Leadership. In the hierarchy of the FRL the components
of Transformational Leadership are at the top which means that Transformational
Leadership is the most effective leadership style. At the bottom of the hierarchy is the

laissez-faire leadership which is the most ineffective style of Leadership.

It is crucial for the FRL model to know that every leader displays and applies each
style of leadership on some amount. In other words, a principal in the Greek
Educational System could use in a smaller extent Contingent reward and in a higher
extent some of the components of Transformational Leadership. The FRL shows us
more clearly in which side of the scale the leader is. Is the leader more passive -
avoidant? Is the leader more transactional or is the leader more transformational?

These type of questions are simply the basis on the basic research question of this
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paper concerning the styles of leadership that are currently used in the Greek Primary

Education and further analysis will happen in part B.

4.5. John P. Kotter's 8-step process for leading change

John P. Kotter offers a useful model as a guideline for management of change and
organizational changes. We briefly highlight these eight steps because
transformational leadership focuses in change and this model played a significant role
for change managers: (Kotter: 1995, Bourantas, 2005: 183-184)

1. Establish a sense of urgency. Show clearly which is the present situation in the

organization, communicate and focus on major opportunities for change.

2. Create a gquiding team to enable change. Ensure that those in the team have

sufficient authority, energy, drive and skill sets to move things forward.

3. Develop a vision _and strategy for _change. Focus on the results you want to

achieve with regard to service and efficiency. Excite people by connecting the vision
to their values.

4. Communicate the vision _and change. Involve people at every level in the

organization, by using simple and clear communication, and making them realize the

need for change.

5. Enable/empower _action. Encourage creativity, risk taking and delegate

responsibilities.

6. Go for short-term wins. Create a manageable number of initiatives, broken down

into simpler objectives and goals in order to recognize results.

7. Don't let up. Have visible monitoring and progress reports to benchmark standards
and keep staff motivated.

8. Ensure changes stick. Reinforce the new behaviors, ingrain deeply the new

changes and show how they relate to organizational success.
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4.6. The effects of Transformational Leadership

The application of Transformational Leadership has shown, based on research, that
has positive effects in various types of organizations. These six behaviors by the
leader are associated with Transformational Leadership and contribute to
organizational effectiveness: (Shelton, 2012: 8)

e Inspiring others with a shared vision for the future.
e Leading by example.

e Encouraging employees to work as teams.

e Setting high standards.

e Respecting the individual differences and needs.

e s intellectually challenging.

When these behaviors can be applied with consistency, the followers recognize
that their interests are important and so is their contribute to the organization.
Distributing knowledge allows the organization to harness the collective creativity,
skills and talents of the workforce, to empower them and once followers are
empowered, they understand the vision, they enhance the actions to insure that these

are carried out.

Researchers have also linked Transformational Leadership with team building
effectiveness and group performance. Building teams can help in improving morale
and bringing collective knowledge into the problem solving process. (Shelton, 2012:
9)

Other findings illustrate that each of the components of Transformational
Leadership build follower commitment, satisfaction, trust, empathy. Moreover,
Transformational Leadership positively affects performance, leads to higher morale
and greater work innovation and also reduces employees' feelings of stress.
Furthermore, Transformational Leadership has been associated with producing
change in groups and developing capacities of leaders, empowerment and mentoring.
(Bass & Avolio, 2006: 34-56)
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5. Transformational Leadership in school context

The term transformational leadership appears in education in the late 1980's. In
1990's the term was used to signify an appropriate style of leadership for schools
taking up the challenges of restructuring with the type of decentralization and site-
based management. These years transform was highly connected with change but

without emphasis on the practices that were used. (Davies, 2009: 37-38)

The term of transformational leadership through multiple studies and research has
changed from the term that we used earlier. Transformational leadership now
emphasizes in emotions, values, in the aim of fostering capacity development and
higher levels of personal commitment to organizational goals on the part of leaders'

colleagues.

A pioneer in studies regarding transformational Leadership in Education is
Kenneth Leithwood. The model by Leithwood describes three broad clusters of
leadership practices, each of which has more sub-categories. These practices are: (Yu,
Lethwood, Jantzi, 2002)

1. Setting directions by articulating a vision, fostering the acceptance of group goals

and creating high-performance expectations.

e Identifying and articulating a vision: practices that aim at identifying new

opportunities for the school and inspiring others with a vision for the future.
Compelling visions lead to unconditional commitment and provide basis for
continual professional development.

e Fostering the acceptance of group goals: practices that aim in cooperation and

working together toward common goals.
2. Developing people which involves high-quality interpersonal relationships.

e Creating high performance expectations: behaviors that demonstrate leaders'

expectations for quality and high performance on the part of teachers.

e Providing individualized support: showing respect and concern about the

personal feelings of teachers in a school unit.

e Offering intellectual stimulation: challenges teachers to reexamine

assumptions about their work and find other ways for producing results based
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on leader's feedback. The stimulation should draw teachers' attention to
understand the challenging nature of school change goals.

Providing an appropriate model: the leader sets the example for followers

while at the same time enhances teachers' self-efficacy.

3. Redesigning the organization which is reorganizing organizational learning and

the building of professional learning communities.

Strengthening school culture: behavior from the leader aimed at developing

shared norms, values and beliefs among teachers and promoting mutual care
and trust among staff.

Building collaborative structures: using empowerment and making teachers

participate in decision making. Involvement by teachers is crucial for them as
they are able to shape the context for change to meet their own needs and also
the needs of the school. (Leithwood & Jantzi: 1999)

5.1. The Transformational principal

In this chapter, we will try to mention which are the best transformational

practices regarding transformational leadership that a principal in a school unit can

demonstrate based on the literature that exists. A transformational principal should:

involve at the beginning of the year the whole staff in the conversation
regarding the school goals, beliefs and visions.

have high expectations from teachers and tell them that you want them to be
the best teachers they possibly can be. Try to make them give 100% of their
effort but as a leader be there for them when they need you.

delegate authority when it is appropriate to teachers and let them help you
with administrative duties and governance functions when they can
effectively do it. Share responsibilities and be a mentor for teachers.

Give space to teachers to experiment with new ideas. Propose questions for
them to think about. Help teachers check out assumptions, place individual

problems in the larger perspective of the whole school.
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e Visit the classrooms of teachers every day and see how educational process is
going. Encourage teachers to tell you in a daily basis what went well or what
went wrong regarding teaching or class management.

e Give honest feedback to teachers. Recognize publicly the work of staff who
have contributed to school improvement.

e Get teachers to share their talents with one another. Every teacher has a talent
that can help improve the school unit.

e Question in weekly basis about the happiness and satisfaction of the teachers
in your school unit.

e Question the wants and needs of teachers. Try to find what motivates them by
having an energetic dialogue with them. Use active listening, empathy and
individualized consideration to show that you truly care about them.

e let teachers know that they are responsible for all the kids in the school
environment and not only those of their class.

5.2. Personal traits and behaviors of the Transformational Leader

Character is a person's moral and ethical qualities that helps determine what is
right and gives a leader motivation to do what is appropriate, regardless of the
circumstances or the consequences. (Sheldon, 2012: 141) Transformational leaders try
to do what is right and just and for that reason they embody the values that they
represent. There is a direct connection between the leader's character and his actions.
Character is essential to successful leadership and helps determine right from wrong
and choose what is right. Based on the literature for transformational leadership, we

will analyze which are the leadership qualities that make a leader transformational.

Table 1. Leadership traits

Sensitivity Self-Confidence
High Adaptability Honesty
Courage Integrity
Self-restraint Judicial
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Calmness Resilience

Charisma Emotional Maturity
High Emotional Intelligence Empathy

Kindness Discipline

Patience Perseverance
Decisiveness Foresight

Extraversion Openness to Experience
Agreeableness Conscientiousness

Traits are inborn abilities that a human possesses. In previous years, there was the
belief in the research community that a leader is born with specific traits. Thus, based
on the traits that he had acquired from birth, he could be a leader or not. This is
commonly known in psychology as the traits theory. This theory which supports that

leaders are born and not made has lost its power these years.

Research has shown that a leader can be born and also can be made. All humans
have specific leadership traits but do not all people have chances to develop these
traits. Through practice, proper teaching, experience from the work environment,
mentoring from a superior and personal effort, these traits that we possess can be
further developed and qualities of leadership can be highlighted to all of us.
(Bourantas, 2005: 247-249)

Concluding a real leader shows by his actions that he is a leader. Thus, leadership
is action and although many may possess these traits, those that exercise these traits in
practice and actively may call themselves real leaders. These traits could be proved
very useful for principals in Greece and I firmly believe that a development of a
model or program that could show to principals these traits and the behaviors of a
transformational leader and also the implementation of these practices in the daily
routine of the principal could have beneficial effects in the school environment and in

the commitment, job performance and satisfaction of teachers.
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Behaviors

e helpful with others and sensitive about their needs showing genuine concern

e motivates others with emphasis given to intrinsic motivation

e inspires others effectively and builds trust and gets trust from his team

e leads to a change which is beneficial for the followers and the organization

e gives courage to others when this is needed

e empowers his followers with giving them freedom of choice in the workplace,
sharing responsibilities

e makes a connection with followers and forms a mutual relationship with
beneficial results for each other

e |eads the way and sets the example and is a role model for his followers

e leads actively, is visible and available to others (walks around in the work
environment talking with his followers, asking them how things proceed)

e promotes creativity, innovation and independent thinking

e creates a positive organizational climate and an open social network among
the staff of the organization where open communication and exchange of ideas
is encouraged

e listens carefully his followers and provides feedback without criticizing

e does not deceive neither manipulates others instead he promotes moral and
ethical ideals

e desires to improve others and develops their skills by coaching and mentoring,
sees the possible future in their followers and targets to their growth

e holds the followers accountable for their personal development

e does not seek control of others but instead seeks to enable others to rise and
surpass him

e sets and communicates high standards putting challenging assignments to his
followers

e enhances the self-worth of his followers

e chooses to be not offended when an insult has been made towards him. He
follows the words "act not react"

e has the inner drive and the motivation to keep going despite the setbacks that

may arise
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6. Idealized influence

The transformational leader serves as an ideal role model for followers and "walks
the talk", with that meaning that his actions are interconnected with his words. For
this type of behavior, the transformational leader is admired by his followers. To be a
role model is to be the example to your followers. To show them what ideal is for the
job and how your behavior can bring beneficial results in the organization.
Furthermore, when a leader uses idealized influence, he succeeds on making his
followers imitate him and thus shows to them which is the appropriate behavior and
standards that they should follow to be more effective in their duties.

Influence is the ability to bring about change and produce results. Regarding
influence, Green points out that: "to utilize personal influence from a positional role
such as, principal, personal action must be turned to the affective domain and all
actions to be based on that understanding. The chief requirement of educational
leadership is the ability to influence others to follow one voluntarily toward stated
goals." (Green, 2013: 136) To influence means for the transformational leader to
make his followers see what he sees. That requires igniting the audience's

imagination.

The transformational leader is a person who steps ahead of others to guide them or
to show them how something is done. Leaders not only tell others what to do and how
to do it but they also show practically to them what needs to be done. When followers
in an organization see their leader pursue the truth when conflicts arise and shows
trust and respect to them, then the followers will begin to imitate their leader. Thus,
the leader sets the example with his idealized attributes and behavior and the

followers tend to do the same thing lifting in greater heights the entire organization.

6.1. Speak like a Leader

As we have seen, ldealized Influence or Charisma is used by transformational
leaders to wield more power and influence from his followers. For Christopher Witt
charisma is easy to spot but hard to define. For him Charisma is an innate set of

personal attributes that give a person a distinctive charge, a magnetism, a form of
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interpersonal power that energizes audiences and influences them viscerally. (Witt,
2009:

A leader should have a commanding presence. He has this presence when he is
interested deeply in the things he says to his followers and when he is not afraid of
criticism. If a leader connects with his passion and with his followers and let them
know that the things he wants are beneficial for them, then he will ultimately win the

hearts and minds of his followers.

One of the most important duties of a leader is giving speeches. The way a leader
speaks in front of his audience illustrates characteristics of his own personality. A
leader must look and sound like a leader in every speech he gives and must let his
passion show. Leaders speak in many occasions and for many reasons such as: (Witt,
2009: 17-22)

e to make a difference and to give an extra incentive to our followers when
words can have the greatest impact.

e to show to their followers that something is serious and immediate action
must be taken.

e to enhance leader's persuasiveness.

e to communicate his knowledge to his subordinates.

e to influence and inspire his followers. When a leader speaks he should
illustrate to others that he shows practically his presence inside the room,
that he tries to convince others, that he shows passion, humor, ability to
reach out and touch the audience combining a masterful delivery with a
memorable message.

e to promote a vision, a direction or a passion.

From the aforementioned, we can say that a real leader can use speech as a
masterful tool if he wants to influence, inspire and win the hearts and minds of his
followers. But also, he should be sure not to use his words without limit because in
this way his words may not make the impact that the leader wanted to. A leader who
speaks too often may become repetitious. If that happens, you may lose your

audience's interest and respect. The transformational leader speaks for specific
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reasons and one of the reasons is to build identity inside the team and connect the

individuals together.

Moreover, a leader should speak when a noteworthy event has occurred or when a
very specific and special target must be accomplished. Mutual attention, respect and
affection are three key elements that a speech should possess to be more likely
effective. Finally the leader should combine a compelling message with a masterful

delivery if he wants to make a great impact with his words.

The leader also should know that a speech is about what the audience hears,
understands, feels, needs and takes away it. The content of a leader's speech is very
important. A transformational leader wants people to pay attention to his message, to
remember it and be changed by it. A leader should make every word count. (Witt,
2009: 66-67, 101) Moreover, a leader must be clear about what he wants from his

followers and why they should care about it.

In conclusion, Witt mentions some rules and principles about speaking which are
the following: (Witt, 2009: 193)

e Know what you want to accomplish

e Be prepared

e Build rapport with your audience

e Appeal to your listeners' emotions and intellect, to their imaginations and
values

e Speak briefly and to the point

e Know that who you are speaks as loudly as what you say

6.2. Hearing is not listening

Many people confuse hearing with listening. In fact, hearing and listening are not
the same especially when these terms get in the leadership realm. Inside the listening
process there is the action. This means that the listeners hear energetically and listen
in order to make an action and not just hear the words that come from the interlocutor

in a passive way.
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Transformational leaders need to listen and feel what is being said and for that,
they must learn to become good listeners. When leaders show disinterest on the things
that the followers say, then the followers also will be disinterested about their leader
and eventually about their job performance. Thus, leaders should create an
atmosphere of understanding and acceptance that makes people comfortable. Leaders
should listen patiently their followers and take the time to not only listen but

understand their needs, thus demonstrating true concern.

A principal in a school unit who lets teachers reach him when they need him,
opens the door of his office without strict rules about appointments and is visible in
the school while talking and listening his colleagues, can surely be more effective in

his duties.

Active listening means to not only hear what is being said but continuing asking
questions, paraphrasing what you heard so there are no queries from both sides and
trying to find from the dialogue the reasons and the roots of the problem. Active
listening encompasses actions and emotions and empathy to fully understand the
perspective of the other person. (Goleman, 2011: 208) If something from the previous
said is missing then we talk about the function of hearing. Closing this chapter, active
listening is surely important in school leadership and thus principals should try to
enhance this ability.
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7. Inspirational motivation

"The essence of leadership in any polity is the recognition of real need, the
realigning of values, the reorganization of institutions where necessary and the
governance of change. The leader's fundamental act is to induce people to be aware or
conscious of what they feel - to feel their true needs so strongly, to define their values
so meaningfully, that they can be moved to purposeful action.” (Burns, 1978: 43-44)

The previous paragraph shows how essential is for the leaders to acknowledge that
their followers have demands, values, goals and above all specific motives that shape
their actions. An efficient leader recognizes the arrays of motives and goals in
potential followers, appeals to those motives intellectually and practically in order to

strengthen those motives and goals and increase the power of leadership that applies.

To motivate means that you provide a person with a motive or incentive to do
something. The best motivation is when leaders through word and example win the
hearts and minds of followers and succeed to infuse some of their own ideas and spirit
to them. Very often, followers do not need more instruction, but more inspiration to

succeed.

As followers are diverse individuals with different needs and objectives and with
the notion that there is not a universal motivator for all, then it is up to the leader's
capabilities to connect with his followers and understand what motivates them to put
extra effort in their job, what satisfies them and find the different reasons on why
followers behave in a specific way. Thus, transformational leaders understand the

inner motivations of the followers and then seek to satisfy those needs.

Research suggests that 90% of leaders lack the ability to fully motivate, inspire,
and gain the commitment and respect of those who follow them. (Sheldon, 2012: 24)
A leader who depends on fear, reward systems, regulations, policy position and the
power of disciplinary action to motivate and carry out assignments, simply does not
understand what motivation is and will ultimately fail in motivating effectively his

followers.
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7.1. What Is motivation?

Motivation comes from the verb motive, which derives from the Latin verb
movere, to move. Simply, a motive is simply something that moves you to action.
(Adair, 1996: 3) Something inside you is activated and is driving you forward to
certain actions. It may be a need, emotion or desire that leads you to act in a specific
way. Motive is an inner need or desire - conscious, semiconscious or perhaps
unconscious - which operates on your will and leads to action. Motivate is to cause

someone to act in a particular way. (Adair, 1996: 10)

Motivation is inspiring others to work, individually or in groups. It means getting
others to go the "extra mile" when undertaking a task or assignment. Motivating

others means understanding: (Wellington, 2011: 52)

e What is important to them (Values)
e What they want to accomplish (Goals)
e What will help them to achieve what they want? (Beliefs and Skills)

There are two types of motivators, the intrinsic motivators and the extrinsic
motivators. Intrinsic motivators are when individuals are motivated by intrinsic
factors (personal growth or development, working for a common purpose, values,
being part of a larger purpose, etc.). Intrinsic motivation is generated by the work we
do, the pleasure a person gets from working on a task or the sense of satisfaction in
completing it. Intrinsically motivated individuals work on a task because it is
enjoyable and also because they love the challenge that it offers. For them, external

rewards like money or bonuses are not enough to keep them motivated.

On the other hand, extrinsic motivators relate to organizational rewards or any
motivation that comes from outside the individual. Such rewards provide satisfaction
and pleasure that the task itself may not provide but do not have the same
motivational power that intrinsic motivators possess. Extrinsic rewards can be a raise

in salary, an economic bonus or a promotion.
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7.2. Motivation theories

Motivation Theories have evolved through the years. Behavioral Psychology on
one hand considered the human behavior to be reflexive and instinctive, governed by
a more simplistic approach of "stimulus - response”. On the other hand, cognitive
psychology points out that individuals are rational, their behavior is incited by
intrinsic or external factors, they choose goals and are capable of modifying or
altering their behavior. In the next chapters, we briefly explore the most important
motivational theories. (Adair, 1996: 14)

The reason we do this is because principals need to understand firstly that their
followers/teachers have specific and different needs that determine their actions and
their performance in the work environment and for this reason principals should try to
realize what are the needs of their followers and why they really working in a school.
Additionally, followers do not care only about money. Money do not have a lasting
motivating effect. People are mostly motivated by acknowledgement, appreciation,
promotion, the work itself. These rewards may be more effective than money but this
depends on the individual needs. Understanding these needs, a principal will have a
better skill on giving rewards more effectively and realizing what makes his teachers

work more efficiently and how can they be more satisfied in their work.

7.2.1. Frederick Taylor - Scientific Management

Frederick Taylor's main idea is that workers are motivated mainly by pay. His
theory called Scientific Management argued that workers do not naturally enjoy work
and need close supervision and control. Therefore managers should break down
production into a series of small tasks. Workers should then be given appropriate
training so they can work as efficiently as possible on one set task. (Saiti & Saitis,
2012: 35)

Workers are paid according to the number of items they produce. As a result
workers are encouraged to work hard to maximize their productivity. Taylor's
approach has close links with the concept of autocratic management style in which
managers take all the decisions and give orders to those below them and McGregor's
Theory X.
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The critical reception to the theory of Taylor was not positive because the workers
were been treated as human machines and not as persons with individual needs. The
repetitiveness in the duties of the workers made their job boring and without meaning.
The main problem was that Taylor's theory did not acknowledge that every human has
a different personality, with different needs, desires and motives and that personal

problems that the worker has may affect his efficiency in work.

7.2.2. Elton Mayo

The studies of Elton Mayo emphasized in the importance of social factors at work
and the influence of informal group norms on satisfaction and productivity. (Adair,
1996: 15) Mayo believed that workers are not only concerned about money but could
also be motivated by having their social needs met whilst at work. Experiments and
interviews were made by Mayo and his colleagues and showed that informal social

groups within an organization influenced individual attitudes and job performance.

Mayo suggested that workers are best motivated by better communication
between managers and workers, greater manager involvement in employees working
lives and working in groups or teams. Practically this means that managers should
encourage greater use of team working, greater manager involvement in looking after
employees' interests. His theory most closely fits in with a paternalistic style of

management.

7.2.3. Victor H. Vroom - Expectancy Theory

American Psychologist Edward C. Tolman is credited with formulating it first in
the 1930's. Tolman suggested that "human behavior is motivated by conscious
expectations more than response to stimuli. The expectations are that the action in
prospect will lead to a desired goal or outcome - hence the term 'expectancy theory".
Thus, individuals are consciously self - interested. They behave in ways that are

instrumental in achieving their valued outcomes. (Adair, 1996: 14)

In 1964, American Psychologist Victor H. Vroom developed the expectancy

theory, one of the first efforts to measure human motivation. Vroom suggests that the
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force of individual's motivation to act in a particular way is expressed by this

equation:

F=ExV

F = motivation to behave, E = the expectation that the behavior will be followed
by a particular outcome, V = the valence of the outcome

Variable E called Expectancy is the belief that increased effort will lead to
increased performance. Expectancy may vary between 0 and 1, from no probability at
all to absolute certainty. Variable V called Valence is the preference that an individual
has for a particular outcome. Valence can be positive, negative or neutral. Expectancy
and valence are multiplied because when either E or V is zero, motivation is also

going to be zero.

If you believe that a given behavior will certainly lead to a given result but you
place no value on that outcome, then you will not be motivated to go that way. In the
same note, if you place a high value on an outcome while expecting that the
probability of attaining it is zero, your motivation will again be zero. Only when both
of the terms are positive can motivation exist. (Adair, 1996: 15-18)

This theory is significant for the leaders because it is important to know that
individual perceptions are different and this leads to the fact that the motivation and
behavior of the followers will also vary considerably. Any two individuals in the
same situation may perceive the rewards or punishments in different ways according
to their particular values or assessments of probabilities. Finally, it teaches to the
leaders that there is no universal guidebook on how to motivate others successfully

because each person is different and as such a leader should treat the individual.

7.2.4. Abraham Maslow's Hierarchy of needs

Abraham Maslow suggests in his theory that a person is motivated not by external
motives such as rewards or punishments but by an intrinsic system of needs. These
needs are arranged in specific categories. A key principle in Maslow's theory is that a

satisfied need does not motivate anymore. Abraham Maslow succeeded in developing
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a hierarchy of needs and identified 5 sets of needs which are in the following table.
(Saiti & Saitis, 2012: 252-255, Adair, 1996: 21-33, Bourantas, 2005: 72-73)

a) Physiological Needs
Physiological needs are the most important for the health and living of a person. Such

needs are hunger, thirst and sleep. This needs dominate all the others.

b) Safety Needs
Safety needs are the desire for employment, money, insurance, property, the

improvement of condition in work.

c) Social Needs
When physiological and safety needs are met, then the needs for love, affection and
belongingness emerge as the dominant centre of motivation. Social needs are intrinsic

to our human nature and we never lose our need for each other.

d) Esteem Needs
Esteem needs are the need or desire both for a high evaluation of self and for the
esteem of others, the desire for strength, achievement, adequacy, mastery, confidence
in the face of the world, independence, freedom, reputation, prestige, status,

dominance, recognition, attention, importance and appreciation.

e) Self-Actualization Needs
Self-actualization is when we become what we want to be. Maslow's defined self-
actualization as a "man's desire for self-fulfillment. Self-actualization needs are

growth, accomplishment and personal development.

The main criticism of Maslow's Theory is due to the fact that he believed that the
satisfaction of one need on the hierarchy will lead to its upper stage becoming the
next prime motive. But this notion is not true because many people show willingness
to go without the more basic needs in order to meet higher needs like achievement,
recognition and fulfillment. Also, it is possible for higher level needs to emerge at
some point prior to the total satisfaction of the lower-level needs. Other criticism is to

the fact that human needs cannot be included in a predetermined hierarchy.
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7.2.5. Douglas McGregor's Theory X and Y

Theory X points out the traditional view of direction and control. Believers of
Theory X assume that people have little or no interest in the organization in which
they work or its goals. Theory X agrees on the notion that most people find their job
repulsive and they must be under continuous control to work effectively. (Saiti &
Saitis, 2012: 37-38) They are most driven by threats, fear, or by financial offers.

Theory X resembles the carrot-and-stick approach.

The carrot-and-stick approach suggests that there are two motives that we can
apply. A reward or incentive on one hand (carrot) and the fear of consequences on the
other (stick). Based on this approach, both motives can be used to induce a desired
behavior. These motives are external and demonstrate that we can move others either

by rewards or punishments.

On the other hand, theory Y implies a level of integration between individual and
organizational goals. Proponents of Theory Y believe that subordinates are
responsible and they want to have further responsibilities regarding their job. (Saiti &
Saitis, 2012: 38) Working is something natural and the management of the
organization should aid subordinates by giving them freedom to take initiatives and
enhance their creativity. Thus, leaders who believe in this theory should shape
accordingly the organizational environment to help their subordinates even more for
the completion of their targets. (Adair, 1996: 43-44)

7.2.6. Frederick Herzberg's Two-factor Theory

Herzberg's claims regarding his theory were that people are in fact motivated by
higher needs such as achievement, recognition and self-actualization and that a
practical program of job enrichment in industry would create more job satisfaction by
strengthening what he called the motivators thus creating the motivation-hygiene
theory. (Adair, 1996: 49) Herzberg suggests that the attitude of people towards effort
and efficiency in their work environment is depended from two factors which called

a) hygiene factors and b) motivators.
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The Hygiene Factors according to Herzberg are all these factors or elements in
your work environment that can make you feel dissatisfied or unhappy when they do
not exist in a desired extent, thus making the worker to have no mood for work. Thus
these factors can cause dissatisfaction if they are not right and also have weak power
as positive motivators. (Bourantas, 2005: 73, Saiti & Saitis, 2012: 258-259)

Regarding to the Hygiene Factors, a leader should ensure that the hygiene factors
in his organization exist and also realize that this will not guarantee that success is
granted because these factors have not the power to effectively motivate. Nonetheless,
the neglect of the hygiene factors would likely result in failure.

When some or all of the hygiene factors are present in the work environment of an
individual, he enters a period where he has more positive feelings about his job.
Herzberg linked the motivators directly with the man's ultimate goal such as self-
actualization and self-realization. (Adair, 1996: 60) The motivators lead to deeper
satisfaction and motivation for the work force and have real motivational power.
Below the following table shows which are specifically the hygiene factors and the
motivators. (Adair, 1996: 58,63)

Table 2. Herzberg's two-factors

Hygiene Factors Motivators
1. Company policy and administration 1. Achievement
2. Supervision 2. Recognition
3. Interpersonal relations 3. Possibility of growth
4. Salary 4. Advancement
5. Status 5. Responsibility
6. Job security 6. The work itself
7. Personal life
8. Working conditions
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7.2.7. J. Stacy Adams - Equity Theory

Equity theory is based on the notion that a worker demands equal treatment from
the leader, in comparison with his co-workers. According to this theory, an individual
perceives justice based in equitability and in-equitability. More specifically, equity
theory focuses on two sides: the input and the outcome. An employee compares his
work's inputs with an outcomes ratio and if the employees perceive inequality, they

act to correct the inequity. (Greenberg, 1999)

From the comparison that is being made, if a worker feels that he does not get the
recognition that he deserves, then he feels the emotions of injustice and
disappointment about his work and the result will be an alteration to his behavior. For
example, the worker may lower his productivity, reduce the effectiveness and quality
of his job and may increase absenteeism or even resign from his position. On the other
hand, if the worker is treated with equity then he will be happy, and there will be no

alterations regarding his performance and satisfaction in the work environment.

A principal in a school unit should take the equity theory under serious
consideration because many times the feeling of inequity is being demonstrated in
school environments. That happens especially when a principal makes discriminations
among his teachers or when he is not acting fairly to them. For the latter, integrity is
crucial, because injustice is demonstrated when a principal takes different decisions
on the same situation. Closing, the principal should also be fair with how he gives
praise to teachers because the ones who were not praised may feel that were snubbed

or mistreated if they had made the same efforts with the one who got the praise.

7.3. The role of vision

The role of vision is crucial for the effectiveness of transformational leadership.
The transformational leader builds the vision for a better future, talks to his followers
and encourages them to express their own expectations for a better future and state
their opinions about the status quo and how it can change through implementation of
new methods. With this, change can begin to grow from the inside of an organization.
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The leader's role is to create shared meaning and understanding. Vision provides
the context, the reason for going in a specific direction. The transformational leader
uses the emotional factor dynamically and transforms all the levels of the
organization. (Wellington, 2011: 2-3) The leader shows to all where the organization
is now and where the organization should be in the future. Transformational leaders
also let their followers use innovation, experiment with different approaches and take
risks. The feeling that all are connected on trying to pursue a common goal enhance
their commitment to the organization and towards the vision and feel proud for their

efforts.

Leaders speak the vision, they are the message, they do not simply deliver it. They
communicate the vision by building an identity in the team. This means that leaders
tell their followers what binds them together and what they have in common, whether
it's values, history or mission. Leaders have a vision or a dream and they may speak
fanatically to make their audiences see what they see. Thus the connection between
influence and vision. (Witt, 2009: 19-22)

Yukl draws some tips for transformational leadership: (Yukl, 1999)

e Develop a challenging and attractive vision, together with the employees.

e Tie the vision to a strategy for its achievement.

e Develop the vision, specify and translate it to actions.

e Express confidence, decisiveness and optimism about the vision and its
implementation.

e Realize the vision through small planned steps and small successes in the path

for its full implementation.

What is your vision? Can you make it specific and at the same time evocative? See
the vision firstly in your mind through imagination and then project it into the hearts
and minds of the followers. Successful leaders create engaging vision that make
humans passionate, cultivate inspiration and faith in the mission of the organization
and foremost know how to persuade their followers so their work has meaning.
Concluding, just having a vision is not enough unless it is supported by effective

strategies. The transformational leader transforms the vision into actions.
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7.4. The power of hope

Charles R. Snyder defines hope as the faith that you possess both the will and the
way to accomplish your goals whichever they are. He also mentions that humans with
high levels of hope have certain attributes like the ability to motivate themselves, to
feel inventive on finding ways to achieve their objectives at hand, to give courage to
themselves when they are up against a difficult situation and to be flexible on finding
different ways for accomplishing their targets. Hope is to not give up on something
when anxiety or fear of losing is becoming imminent, to not have defeat in mind or
depression in difficult periods of time when there are many challenges and obstacles

on your way. (Goleman, 1998: 137)

John W. Gardner points out that a prime function of a leader is to keep hope alive
while Green incites that the combination of the elements of hope, example, and
enthusiasm create the ability to influence others to follow voluntarily toward stated
goals. (Green, 2013: 40-41)

Another significant word is optimism that is having a strong expectation that
things will go as you want them in life despite the difficulties that may arise. A real
leader is the one who has the capacity to continue trying despite the losses that he may
suffer. Never giving up and continuing the effort until all the objectives are completed
are very important attributes that an effective leader needs to possess. (Goleman,
1998: 138-139) Thus, an effective leader apart from having technical competence

should have hope and an optimistic perception on the targets that needs to accomplish.

Furthermore, he should give to his followers hope when that is needed and tell
them that they can achieve the things that they want. If you really know your
followers, know their concerns, fears, hopes and dreams then by speaking to them you
can make them believe to you and thus believe in taking the proper actions for
success. The transformational leader gives hope that by acting they can make their

lives and the world better.

Optimism and hope can be learned. Behind those terms there is one important term
which is self-efficacy, the faith that a human has the control of the things that happen
in his life and can deal with hardships and challenges that arise. (Goleman, 1998: 140)

For those reasons optimism and hope are necessary in the work environment.
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8. Intellectual stimulation

Leaders can help usher out the old ways of thinking regarding to the one "size fits
all" approach and use cultural differences effectively to usher in a model behavior that
fosters participation, empowerment, learning and personal growth. (Shelton, 2012:
11)

Principals in school units need to be able to stimulate followers' efforts to be
creative and innovative by questioning their assumptions, and by getting them to
approach old problems in new ways. By encouraging followers to come up with new
ideas, a principal can help to facilitate the exchange of information, leading to a more
involved and effective team of people.

The transformational leader must be creative and value creativity in his followers.
Creativity allows organizations to be flexible, adaptive and reactive to change. Good
leaders know how to exploit and use the collective creativity of the group. They know
how to work with the followers in a way that encourages the open flow of ideas and
communication in a positively-created, working environment. This happens when the
leader instills to his followers the desire to willingly participate in the process.
Positive relations will foster intellectual stimulation and feeling comfortable to

question processes and business practices. (Shelton, 2012: 49-50)

8.1. Empowerment/delegation

Empowerment means giving workers at all levels the knowledge, confidence, and
authority to make important decisions. Empowerment leads workers to an enhanced
sense of self-efficacy. It allows employees to take an active rather than passive role at
work, and inspires people to do more than they thought they could do. Leaders who
use empowerment have enough trust in their followers and thus share some decision-

making, which allows them to grow individually. (Shelton, 2012: 41)

A leader who understands empowerment and delegation will stand in the
background as a coach and when it is necessary will provide instructions on how that
responsibility is to be met, giving freedom to followers to do their tasks, never

criticizing but praising success and encouraging efforts. When mistakes are made,
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transformational leaders see things from the other persons' perspective, ask questions

instead of punishment and discuss mistakes before criticizing.

In order for leaders to achieve goals, part of their work may be assigned to others.
When work is delegated, tasks and authority are transferred from one position to
another. The key to effective delegation of tasks is the transference of decision-
making authority and responsibility from one level of the organization to the level to
which the tasks have been delegated. (Wellington, 2011: 18)

Transformational leaders are not afraid to share responsibilities or teach higher
skills to followers. He delegates and empowers followers, giving them important
things to do for their development. If followers are to develop, it is best to learn
through experience. They express confidence in subordinates setting high standards.

For Sheldon a leader in the empowerment process should: (Shelton, 2012: 42)

e Not be afraid to delegate - then become a coach.

e Make the task seem exciting, challenging and important.
e Show to others confidence in their ability.

e Give and show loyalty to people and expect it in return.

e Expect much from people and give much back.

Follow people's progress, hold them accountable, give praise and direction in a
spirit of concern. The leader who shares power and authority will be the one with the

greatest ability to influence others to work towards realizing organizational goals.

8.2. Giving feedback

Feedback is a necessary from the Leader. Followers want to gather essential
information about their performance for continuing their efforts. Every teacher in a
school unit needs feedback. Feedback lets teachers know how effective they are in
their job duties, what goes wrong with their performance, what are their advantages
and disadvantages. Feedback can make an individual try harder or have the reverse
effect if feedback has the form of harsh criticism. Effectiveness, satisfaction and

productivity of teachers depends on the feedback of the principal.
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A correct feedback focuses in the task or the duty that the person has already

performed and to the things that has the ability to do. When a leader criticizes innate

capacities of the individual then the latter can be stigmatized and this will lead to very

low satisfaction and productivity. Also when people believe that their failures are a

result of innate weaknesses, then they have the belief that they cannot correct their

mistakes, they lose hope and stop their continuing efforts to success. Optimism and

belief in ourselves come from our inner belief that our success is dependent from our

own actions and not from external factors. (Goleman, 1998: 218)

Harry Levinson gives his opinion on how to give feedback: (Goleman, 1998: 221-

222)

Be Specific. Choose a significant incident that illustrates a key problem that
has to be solved or some form of weakness that has to be dealt. When people
only hear from the leader feedback that emphasizes only to the negatives then
they can become discouraged. Focus attention to specific elements,
mentioning what went right, what went wrong and how the mistake or
mistakes can be corrected. Avoid generalities and stay to things of
importance. Say exactly which is the problem and which were the negative
effects.

Propose solutions. A good feedback focuses on the root of the problem and
tries to find ways to solve it. If the problem cannot be solved, then the
recipient of the criticism will feel disappointed and will have not motivation.
Feedback can lead to alternative solutions that the individuals did not know
that exist. The feedback must have specific proposals on how to deal with
problems and at the same time finding solutions.

Be present. Feedback and praise are more efficient when they are given face
to face by the leader. Leaders who feel perplexed when they give feedback or
praise and for this reason do these things by distance can make the
communication in the organization too impersonal and removes from the
recipient the ability to give answers or ask for clarifications.

Be sensitive. This is where empathy is used by the leader to know and feel
the effect of the words that he says from the perspective of the recipient.
Leaders who lack of empathy have the tendency to give feedback in an
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inappropriate manner, in the form of harsh criticism. Harsh criticism is
detrimental and can damage the followers making them disappointed and

leading them to isolation.

Finally, Levinson advises people to see criticism/feedback as an opportunity to
work with the one who makes the criticism and solve together the problem, and not as
a conflict situation between the two sides. The transformational leader should give
honest feedback and show individual consideration to his followers along with
empathy. This will make followers feel that the leader is supporting them in their
efforts and respect him even more. Also, a leader who wants to learn only the positive
things by others and not the negative, is like camouflaging his weaknesses and

eventually is less effective in his duty. (Goleman, 1998: 223)

8.3. Job enrichment

Job enrichment is a method that the leader can apply to the organization. The
objective is to give people more freedom and autonomy in the organization of their
work. Hackman and Oldman identified five factors of job design that typically

contribute to people's enjoyment of a job: (Wellington, 2011: 153-154)
a) Skill variety: increasing the number of skills that individuals use whilst at work.
b) Task identity: enabling people to perform a job from start to finish.

¢) Task significance: providing work that has a direct impact on the organization.

d) Autonomy: increasing the degree of decision making, and the freedom to choose

how and when work is done.

e) Feedback: increasing the amount of recognition for doing a job well, and

communicating the results of people's work.
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9. Individualized consideration

The heart of leadership focuses on the individual and his or her best interest.
Transformational Leadership gives an important role in the building of a real
relationship with the individual/follower. The capable leader will seek to understand
the individuals, to know their wants and needs and to enhance individuals' self-

esteem.

Humans are not machines. Machines work in a narrow, predetermined set of limits
while people bring to the organizational environment distinctive skills, talents and
precision that machines cannot provide. The leader who ignores the importance of the
individual loses the benefit of the worker's mental and collective potential. Leaders
who manage successfully the human capital of their organization have better results in

achieving organizational goals.

Treating all employees the same can be a tragic mistake. The building of a
relationship by the leader with the followers will make the leader be in a better
position of understanding and evaluating each of their talents and abilities.
Organizational change succeeds when the leader can build a positive and healthy
working environment where appreciation and individual consideration is openly
exercised. The best leaders are able to establish a family-like organizational culture.
(Shelton, 2012: 49-50)

When harmony in the organization is established, the followers will be with their
leader through the good and bad times. Harmony and the real connection between
leaders and followers form an invisible but powerful bond between people based on

faith for their common cause but also for each other.

Finally, inducing positive emotions (such as love or appreciation) enlarges
cognitive perspectives and enhances the ability of individuals to attend to more
information, make richer interpretations, and experience higher levels of creativity
and productivity. People are literally able to take in more information when they
experience positive emotions. Enabling positive emotions, fosters a positive climate

that generates enhanced performance. (Cameron, 2008: 18-19)
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9.1. Emotional intelligence

Leaders of today must not only be highly intelligent in technical issues, expertise
and knowledge (IQ) which are surely necessary for the exercise of their duties, but
they must also have social skills and a great amount of emotional intelligence (EQ).
The word emotion has its root in the Latin word motere, which means to move. Thus,
emotion is something that makes us want to move, to take action on a certain subject.
(Goleman, 1998: 33)

Daniel Goleman has made extensive research on the benefits of emotional
intelligence and believes that all humans have in possession two different kinds of
intelligence. The intelligence of the mind and the intelligence of the heart. For
Goleman, the mind cannot function without the heart thus placing in emotional

intelligence a pivotal role for humans and of course for the leader.

In his famous book, Frames Of Mind, Howard Gardner formulates his theory of
multiple intelligences. This important theory is mentioned because it proposes
multiple types of intelligence and a leader needs two specifically. It is the
interpersonal intelligence and the intrapersonal intelligence.

According to Gardner interpersonal intelligence is the ability to understand others,
what motivates them, how they work and how can we work with them showing
uncompromising sympathy. Intrapersonal intelligence has to do with introspective and
self-reflective capacities. This refers on having a deep understanding of the self, what
are our strengths and weaknesses, what makes us unique and being able to predict our
own reactions or emotion. (Goleman, 1998: 72-74) Goleman and his colleagues
mention four leadership capacities that belong to emotional intelligence: (Goleman,
Boyatzis, McKee, 2011: 60)

e The motivation for achieving results.
e The ability to take initiatives.
e Cooperation skills.

e Ability to guide groups.
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Other emotional skills that lead to success and a leader can use are: tendency for
achievements, adaptability, influence, leadership of groups, political perspective,

empathy, self-confidence and development of others.

John Mayer and Peter Salovey relied on Gardner's theory and developed the
concept of emotional intelligence as being made up of five competencies or skills.

These competencies are: (As cited by Goleman, 1998: 78-79)

1. Self-Awareness. Self-Awareness is knowing one's internal states, preferences,
resources and intuitions. Humans with high self-awareness feel more confident about

their emotions and control their life more effectively.

2. Self-Regulation. Self-Regulation is about managing one's internal states, impulses
and resources. It is a capacity that is being built along with self-awareness. People
who have high self-regulation are distinguished for the ability to get over very quickly

from setbacks, bad situations and disappointments in life.

3. Motivation. This ability when is combined with emotional self-control, patience,
perseverance and curbing of impulsivity, can be the guide for exceptional
achievements. A person who has inner motivation and can get in a state of mind
which combines the previous characteristics will have extraordinary results in all

areas of his life.

4. Empathy. It is the capacity to understand or feel what another person is
experiencing from within the other person's frame of reference, the capacity to place
oneself in another's position, the awareness of others' feelings, needs and concerns. It
is considered an innate capacity, a fundamental human skill connected with the term

of altruism and as innate can be developed after proper training.

5. Social Skills. The art of managing relationships to move people in the desired
direction. The adeptness at inducing desirable responses in others. Social skills are

necessary for skillful and effective leaders and interpersonal success.

The reference of these capacities is important for this paper, because these abilities
are crucial for the effectiveness of the transformational leader. A leader who lacks of
these skills can lead to incompetence inside the social circle of an organization and

can lead leaders who have great cognitive abilities and knowledge to fail and be
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considered by their peers arrogant, unlikeable and insensitive. The aforementioned
skills allow leaders to be socially active, to give boost and motivation and to persuade
and influence their followers. But most importantly, these skills can be learned and
developed through proper training. Leaders can learn to be better if they follow short

but confident steps.

9.2. Anger management and control of emotions

Many times a principal in a school unit will have to face conflicts with his
colleagues, with parents or with students. A principal who is a leader and uses
transformational principles should not be impulsive when a conflict begins to take
place. A leader must control his emotions firstly by controlling his language. The
leader should be very careful in the language that he will use because if the leader
says something inappropriate to his followers, he risks on losing the faith and trust on

the long-term.

When a conflict arises, the leader should find various ways to manage anger if that
happens. The departure from the dispute is one way but it is maybe insufficient
because it does not solve the problem. On the other hand, using empathy and trying to
understand the emotional state and the reasons of the negative behavior by the
follower can have many beneficial results for the leader because with this way, he can
learn why the follower is displeased and what is the source of the problem.

Leaders who see positives in stress and see changes as opportunities, can develop
even more their capacities and have also more endurance and stamina in front of
difficult tasks and situations. Four simple tips when a leader is beginning to feel that
he is losing control while he is in work are: (Goleman, Boyatzis, McKee, 2011: 191-
192)

e Stop for a second, listen and do not rush with your actions.

e Let the others speak their mind and listen carefully.

e Be objective and not impulsive. Think first and then speak.
Make questions that illustrate the issue and do not be hostile with others. Try
with the questions you make to find the reasons of the conflict and find

solutions.
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PART B - THE MEASUREMENT OF TRANSFORMATIONAL LEADERSHIP
IN GREEK PRIMARY EDUCATION

10. Research
10.1. Purpose of this research

The purposes of this research were the following: a) to measure in what extent
Transformational Leadership is displayed by principals that serve in schools of primary
education of the public sector, b) to determine what is the leadership style that most
principals apply in primary schools based on the perspective of the teachers and c) to
examine which model of Leadership exists in Greek Primary Education using as basis
the FRL theory.

More specifically this research attempted to address the following research
questions: 1) What leadership styles and behaviors from the perspective of teachers
were most often demonstrated by principals in primary schools? 2) What is the model of
Leadership which most easily represents the Greek Primary Education based on the

sample that we had in our research?

10.2. Methodology

The instrument that was used for the gathering of the data for this research was the
Multifactor Leadership Questionnaire (MLQ5X). The MLQ5X focuses on individual
behaviors, observed by associates at any organizational level that transform individuals
and organizations. The MLQ5X consists of 45 descriptive statements. 36 of these

descriptive statements are used to describe the different leadership styles:

(Idealized Influence - Attributed, Idealized Influence - Behavior, Inspirational
Motivation, Intellectual Stimulation, Individual Consideration, Contingent
Reward, Management-by-Exception - Active, Management-by-Exception - Passive,

Laissez-faire Leadership)
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The other 9 descriptive statistics measure the outcomes of these leadership styles:

(Extra Effort, Effectiveness, Satisfaction)

Every item had a five-point Likert-type scale which was:
0=Notatall
1 =0Once in a while
2 = Sometimes
3 = Fairly Often
4 = Frequently, if not always

The questionnaire was given to the participants in the Greek Edition of the MLQ5X
so they could complete it without issues. The questionnaire was anonymous and did not
include demographics because the main focus was the measurement of the leadership
styles and more specifically the 4 I's. The completion of the questionnaire was estimated
to 12 to 15 minutes. The analysis of the data was made using the IBM SPSS Statistics
20.

10.3. Sample

The questionnaire was administered randomly to 60 teachers of primary education
from 24 different public schools of the Attica Prefecture. The responses of the
guestionnaire in the end were received from 50 teachers from different public schools.
The questionnaire was completed through the school year 2017-2018. Before the
administration of the questionnaires to the teachers, there had been conversation via
telephone with the principals of the school units to inform the purpose of the research

and the content of the MLQ5X which teachers needed to complete.

The questionnaires then were administered to the principals of the schools who had
the duty to give them to teachers of their school unit. At the beginning of the

questionnaire there was an information note that gave more details about the purpose of
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the research to the teachers. The teachers needed approximately 15 minutes for

completing the questionnaire.

After the completion of the questionnaires from the teachers and the gathering of 50
questionnaires at total, the next step was data entry using the SPSS 20. Then the same
program was used, to extract the descriptive statistics, to calculate means and to run a
factor analysis to examine which are the factors that represent most essentially the

Greek Primary Education.
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11. Presentation of results

11.1. Descriptive statistics

The following table shows the answers of the participants on how they perceive the

leadership style of their principals (in percents) based on the items of the MLQ5X.

Table 3. Frequency table (4 sample items)

Notat Once Sometimes Fairly Frequently,
all ina Often if not
while always

Re-examines critical 0,8 15,2 25,6 32,8 25,6
assumptions to question
whether they are
appropriate.
Focuses attention on 5,6 16 32 28 18,4
irregularities, mistakes,
exceptions, and deviations
from standards.
Discusses in specific terms 7,2 8,8 37,6 28,8 17,6
who is responsible for
achieving performance
targets.
Makes clear what one can 3,2 14,4 32 36,8 13,6

expect to receive when
performance goals are
achieved.
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Based on the answers that the participants gave the following statements seem to
describe the majority of "*fairly often to frequently if not always™ and these are
when the principal/leader, is moral and ethical in his decisions (64,8%), shows power
and confidence (62,4%), assists in exchange for efforts (60%), builds teachers' respect

(59,2%), re-examines assumptions (58,4%) and is optimistic about the future (57,6%).

In the same note, the outcomes or results of these leadership behaviors that
describe the majority of **fairly often to frequently if not always' are when the
principal/leader, works with teachers satisfactory (70,4%) and when he meets
organizational requirements (66,4%).

Going to the next level, high percentage that describe the majority of *"sometimes
to fairly often'™ are when the principal/leader, tries to find new ways on how to
complete tasks (74,4%), gets the opinion of the majority of the staff (70,4%), informs
teachers what can expect to receive (68,8%), persuades teachers to look at problems
from different angles (68,8%), has a strong sense of purpose (68%), shows
satisfaction when teachers meet expectations (67,2%), points out who is responsible
for achieving targets (66,4%), talks with enthusiasm about the targets of the school
(66,4%), keeps track of mistakes (65,6%), has attention on dealing with failures
(64,8%), makes teachers proud (64%), illustrates a tempting vision (64%),
understands teachers' different needs and abilities (64%), shows confidence that
targets will be successfully completed (64%), abandons self-interest for the good of
the team (62,4%), is a mentor to others (61,6%), treats teachers as individuals and as
members of a team (60,8%), gives high priority to the importance of the collective
sense of mission (60,8%), gives attention on mistakes (60%), helps teachers to
develop (59,2%) and talks about their beliefs (52,8%).

The outcomes of leadership styles for the level of "'sometimes to fairly often™ are
when the principal/leader, makes his staff wanting to succeed (64,8%), applies
successful methods of leadership (64%), is effective in meeting needs of his staff
(63,2%), leads effectively (63,2%), makes teachers try hard for the targets (61,6%),

gets teachers to put extra effort (60%) represents his teachers effectively (60%).

Going to the next level, high percentage that describe the majority of *"once in a

while to sometimes™ are when the principal/leader, shows to teachers what they
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should do to accomplish objectives (60%), does not interfere until problems become

very serious (56%) and delays answering questions (54,4%).

Finally for the last level of the percentages of the majority of participants that
answered to the "not at all to once in a while" are when the principal/leader, is
absent (72%), shows that problems must become chronic before doing something
(62,4%), does not involve with important issues (60,8%), waits for the failure of
others before taking action (58,4%), is not deciding when is needed (57,6%) and is a

believer of laissez-faire leadership (54,4%).
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11.2. Factor analysis

In order to explore the reliability and validity of the MLQ5X that was used in the
present research, specific statistical techniques were applied. In the beginning we did
an exploratory factor analysis to find out the structural validity of the questionnaire
that we used in the present research. The principal Component Analysis (PCA) was

used with Varimax Rotation to find out the factors with eigenvalue higher than 1,00.

All the statistical criteria were examined for the possibility of appliance of the
factor analysis. From the correlation matrix between the variables, it appears that
correlations have a statistical significance. The value of determinant or the correlation
matrix is 1,440E-012.

The table 3 displays the Bartlett's Test of Sphericity and the Kaiser-Meyer-Olkin
Measure of Sampling Adequacy.

Table 4. KMO and Bartlett's Test

KMO and Bartlett's Test

Kaiser-Meyer-Olkin Measure of Sampling Adequacy. ,884
Approx. Chi-Square 3031,090

Bartlett's Test of df 630

Shpericity Sig. ,000

From the above table we observe that the KMO is 0,884 and therefore has a
significant value because KMO > 0,80. Thus, it looks that the correlations between
the variables are satisfactory. Furthermore, Bartlett's Test of Sphericity is statistical
significant with sig = 0,000, p < 0,05. Therefore, the null hypothesis is rejected with
approx. Chi-Square = 3031,090 and degrees of freedom df = 780. This means that the

variables are correlated with each other.

Continuing, we examined the diagonal of the Anti-image Correlation table and
viewing the Measures of Sampling Adequacy (MSA), we observe that most values

overcome the value of 0,80.
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Closing this examination of criteria, the last test we applied was the reliability
analysis to examine the internal consistency of the scales regarding the leadership
styles for the questionnaire that we used for our research. The following table displays
the Cronbach's Alpha test for reliability.

Table 5. Cronbach's Alpha Reliability Test

Reliability Statistics

Cronbach's Alpha  Cronbach's Alpha Based N of Items
on Standardized items

,892 ,904 36

We can see that Cronbach's Alpha is 0,892, which indicates a high level of internal

consistency for our scale with this specific sample.

With this, we have finished the diagnostic tests and we conclude that all criteria for
the fitness and application of factor analysis are satisfied and thus factor analysis is

appropriate for our research.

Regarding the means, the standard deviations, the minimums and the maximums
from the answers which the participants gave on the MLQ5X, the results display to us
that the means range from 1,02 to 2,94. The maximum value in all the answers is 4

while the minimum value is 0.

The next step is the methodology that we followed regarding the Factor Analysis.
The MLQ5X consists of 45 statements. The 36 statements refer to the leadership
styles as teachers perceive them while the other 9 statements refer to the outcomes of
these leadership styles. Because of this, we performed two different analyses. One
analysis with the 36 statements and one analysis with the 9 statements. Beginning

with the 9 statements we found these results that are displayed in table 6.
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Table 6. Factors and percent of variance that describes every eigenvalue

Component Initial Eigenvalues Extraction Sums of Squared Rotation Sums of Squared
Loadings Loadings

Total % of Cumulative Total % of Cumulative Total % of  Cumulative %
Variance % Variance % Variance

1 6,902 65,160 65,160 5,898 65,539 65,539 5,888 65,426 65,426
2 1254 11,835 76,995 1,012 11,246 76,785 1,022 11,359 76,785
3 522 4,926 81,921
4 435 4,104 86,025
5 ,400 3,776 89,801
6 ,340 3,210 93,010
7 332 3,135 96,145
8 ,217 2,050 98,195

9 ,191 1,805 100,000

Based on the results we identified two (2) factors with eigenvalue higher of 1, that
interpret the 76,995% (77%) of total variance. The number of the extracted factors are

displayed in the Scree Plot in the next page.
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Graph 1. Scree plot for the 9 variables (outcomes of leadership)

As we see carefully in the Screen plot, there are two factors that single out. From
the 3rd factor the line is horizontalized. The loading of the variables showed that the
second factor has loaded only one item from the questionnaire. Thus, based on the
bibliography, this factor is not significant for our research, because a factor must have

at least 3 loaded variables and for this reason factor 2 cannot be a part of our analysis.

Furthermore, factor 1 attracted all the other items, 8 in number, but the main
problem is that these variables based on the bibliography and the questionnaire,
measure the three outcomes of leadership styles which are effectiveness, extra effort
and satisfaction. All the values range from 0,814 to 0,898. The problem is that we
cannot name factor 1 based on the loaded variables because there is not a term in the
bibliography that is formed from the three different outcomes (extra effort,
effectiveness and satisfaction) and thus the interpreting ability of factor 1 is

diminished and thus we reject factor 1 from our research.
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For these aforementioned reasons, the outcomes of leadership styles are rejected

from the analysis because the results have non-significant interpreting value for our

research. On the contrary, the 36 items of the MLQ5X that measure the leadership

styles were significant and we will analyze the results in the next lines. In the next

page we see the table with the factors that are extracted from the 36 variables and the

variance that describes every eigenvalue.

Table 7. Factors and percent of variance that describes every eigenvalue

Component Initial Eigenvalues Extraction Sums of Squared Rotation Sums of Squared
Loadings Loadings
Total % of Cumulative Total %of Cumulative Total % of Cumulative %
Variance % Variance % Variance

1 17,226 37,417 37,417 13,988 38,857 38,857 10,964 30,455 30,455
2 6,316 13,719 51,136 4,304 11,956 50,813 5,053 14,036 44,491
3 1914 4,158 55,294 1,443 4,008 54,821 2,228 6,190 50,681
4 1722 3,741 59,035 1,382 3,838 58,659 2077 5,771 56,451
5 1520 3,301 62,336 1,140 3,166 61,825 1,431 3,976 60,427
6 1,371 2,979 65,315 1,025 2,847 64,672 1,397 3,880 64,307
7 1305 2,834 68,149 1,041 2,892 67,564 1,172 3,257 67,564
8 1,154 2,506 70,655
9 1,047 2,275 72,930
10 1,027 2,230 75,160
11 932 2,025 77,185
12 912 1,980 79,165
13 ,867 1,884 81,049
14 765 1,662 82,711
15 ,690 1,499 84,209
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16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35
36

648
602
586
539
517
461
434
408
395
342
334
295
273
269
241
206
186
178
157
123

,076

1,409
1,308
1,272
1,171
1,122
1,002
943
886
859
742
725
641
593
584
522
448
404
388
341
267

,166

85,618
86,926
88,198
89,369
90,491
91,492
92,435
93,321
94,180
94,922
95,647
96,287
96,880
97,464
97,986
98,434
98,838
99,226
99,567
99,834

100,00
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Eigenvalue

Based on the results of the table, we identified ten (10) factors with eigenvalue
higher of 1, that interpret the 75,160% of total variance and after the VVarimax rotation
the factors with eigenvalue higher of 1 are seven (7) that interpret the 67,56% of total

variance. The number of the factors are displayed in the following Scree plot.

Scree Plot
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Graph 2. Scree plot for the 36 variables (leadership styles)

From the Scree plot however, there are two factors that single out. From the 3rd
factor the line is horizontalized. For this reason, the factor analysis was repeated,
setting the fixed number of factors to extract to the number two. The principal
components analysis was once again applied with Varimax rotation. The results
showed that the two factors interpret the 51,136% of total variance and after the

rotation the 50,813%. The results are displayed in the next table.
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Table 8. Factors and percent of variance that describes every eigenvalue (two-factor model)

Component Initial Eigenvalues Extraction Sums of Squared Rotation Sums of Squared
Loadings Loadings

Total % of Cumulative Total % of Cumulative Total % of  Cumulative %
Variance % Variance % Variance

1 17,226 37,417 37,417 13,988 38,857 38,857 12,973 36,036 36,036
2 6,316 13,719 51,136 4,304 11,956 50,813 5,319 14,776 50,813
3 1914 4,158 55,294
4 1,722 3,741 59,035
5 1520 3,301 62,336
6 1371 2979 65,315
7 1305 2,834 68,149
8 1,154 2,506 70,655
9 1,047 2,275 72,930
10 1,027 2,230 75,160
11 932 2,025 77,185
12 912 1,980 79,165
13 ,867 1,884 81,049
14 765 1,662 82,711
15 ,690 1,499 84,209
16 ,648 1,409 85,618
17,602 1,308 86,926
18 /586 1,272 88,198
19 539 1171 89,369
20 517 1,122 90,491
21 461 1,002 91,492

22 434 ,943 92,435
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23
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29
30
31
32
33
34
35
36

,408
,395
,342
,334
,295
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,269
241
,206
,186
,178
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,123

,076

886
859
742
725
641
593
584
522
448
404
388
341
267

,166

93,321
94,180
94,922
95,647
96,287
96,880
97,464
97,986
98,434
98,838
99,226
99,567
99,834

100,00

The absolute value of the loadings of variables was set as the bibliography suggests
to 0,40. To factor 1 correspond 25 items (1, 2, 8, 9, 10, 11, 13, 14, 15, 16, 18, 19, 21,
22,23, 24, 25, 26, 29, 30, 31, 32, 34, 35, 36) with loading value ranging from 0,46 to
0,79. To factor 2 correspond 8 items (3, 5, 7, 12, 17, 20, 28, 33) with loading value

ranging from 0,56 to 0,83. 3 items were excluded because there were not included in

these two factors and had small loading value (4, 6, 27).

Based on the bibliography, we had as basis the Full Range of Leadership model,

thus the nine-factor model. The original six-factor model that was proposed by Bass

in 1985 used the same 36 items that we used in our research. The six factor model is

shown below and is consisted of: (Bass & Avolio, 1995, 2000, 2004)

1. Charisma/Inspirational

2. Intellectual Stimulation
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3. Individualized Consideration
4. Contingent Reward
5. Active Management-by-Exception

6. Passive Avoidant

In our case, we cannot accept the six-factor model because we have found based on
our results that two factors really single out. Analyzing now the two factors that we
extracted, we see that factor 1 consists of 25 items. From these 25 items, 4 display
idealized attributes, 3 display idealized behavior, 4 intellectual stimulation, 4
inspirational motivation, 4 individualized consideration, 4 contingent reward and 2
active management-by-exception. The presence and the merging of all
transformational components except one item and the simultaneous presence of the
contingent reward items with 2 items from the active management-by-exception in
factor 1 leads us to conclude that this factor based on the bibliography is called Active
Constructive Leadership. The co-existence of transformational and transactional
leadership and the augmentation relationship between these two styles is justified by
Bass.

Continuing, the second factor consists of 8 items which 4 of them display passive
management-by-exception and the other 4 display Laissez-faire leadership. It is clear

from the bibliography that this factor will be called Passive Corrective Leadership.

From the bibliography, we have a number of alternative factor models that have
been reported by researchers who have used the MLQ5X. With primary target model
the six-factor proposed by Bass, the alternative model which is valid having as sample
teachers of primary education is the one with the Two Correlated Factors: Active
Constructive Leadership vs. Passive Corrective Leadership. (Bass & Avolio,
1995, 2000, 2004) This model consists of transformational leadership along with
transactional contingent reward leadership variables to load on one primary factor,
while other items that represent corrective and avoidant passive leadership load on a
second factor. Fundamental to the FRL model is that every leader displays each style
to some amount and that all the components of transformational leadership are likely

to correlate with each other and with contingent reward (transactional leadership).
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Graph 3. Component plot for the two factors.

Finally, the component plot shows clearly the two factors that we extracted and
also the variables that correspond with every factor. This is displayed with the large

quantity of variables at the end of the axes. We can see also the ranging of the values
for each component.
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11.3. Reliability of factors

In the beginning of the Factor Analysis we applied a Reliability Analysis to
examine the reliability and validity of the MLQ5X. Now we will run a Reliability
Analysis to measure the Cronbach's Alpha value for the two factors that we have
extracted. For factor 1 = Active Constructive Leadership and factor 2 = Passive
Corrective Leadership. Below are the two tables where the results of the

measurement are displayed:

Table 9. Cronbach's Alpha Reliability Test for factor 1

Reliability Statistics

Cronbach's Alpha N of Items
,957 25

Table 10. Cronbach's Alpha Reliability Test for factor 2

Reliability Statistics

Cronbach's Alpha N of Items
,888 8

We can see that Cronbach's Alpha is 0,957 for the first factor and 0,888 for the
second factor, with the results indicating a high level of internal consistency for our
factors. For this, there is homogeneity for the items of the factors and they really
measure the concept of Active Constructive Leadership and Passive Corrective
Leadership.

A last step for the examination of the reliability of the items that make up the
factors is by doing an item - total correlation analysis. These values from this analysis

show us the contribution of each variable in the measurement of the factor where the
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variable belongs. Based on the bibliography, the degree of correlation must surpass
the 0,20 for every variable. For our research, the Corrected Item-Total Correlations
range from 0,34 to 0,79 for the first factor (Active Constructive Leadership) and
from 0,47 to 0,75 for the second factor (Passive Corrective Leadership).
Furthermore, according to Nunally (1978), the mean of the inter-item correlation is
between the variables of a factor must be higher of 0,20. The two factors have the

same mean which is 0,66.
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11.4. Two correlated factors model: Active Constructive Leadership vs. Passive

Corrective Leadership

The following table displays the means, standard deviations, minimum and
maximum values of the answers of the participants having the two factor model as

basis.

Table 11. Means, std. deviations, minimums and maximums of the two factors

(N=50).
Mean Std. Minimum Maximum
Deviation
Active Constructive 62,62 19,03 0 98
Leadership
Passive Corrective 11,01 7,58 0 32
Leadership

The means of the answers of the participants show that teachers perceive their
principals to apply more the active constructive leadership or with other words the
components of transformational leadership along with contingent reward. The mean
of passive corrective Leadership shows that teachers perceive their principals to not
apply in a great extent passive management-by-exception or laissez-faire leadership

styles.
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12. Conclusions - discussion

This research intended to measure Transformational Leadership in the Greek
Primary Education. To successfully achieve that, the MLQ5X was administered to
teachers of school units, in order to evaluate indirectly the leadership styles that their
principals used in these schools. In order to examine the results more efficiently we
had to run a factor analysis to be certain about the internal consistency and structural

validity of the questionnaire.

The factor analysis displayed us that in Greek Primary Education we can talk about
the appearance of two significant and different conceptually factors. The first factor
consisted of all transformational components along with transactional practices. The
second factor demonstrated passive leadership and inactive practices by the principal.
Thus, we can talk about a two-factor model where teachers in Greek schools based on
the sample, observe their principals, to be either highly active on their duties and be
constructive in schools with their personnel or on the other hand to be passive
avoidant and to be energetic only when things tend to go wrong or when it is

necessary for them to intervene before things fall apart.

Thus, having as basis the FRL model that proposed nine factors of leadership, we
cannot accept it because the components of transformational leadership in our
situation are all merged and combined with characteristics of transactional leadership.
This may show us that for teachers of Greek education there is not an obvious
distinction between transformational and transactional leadership. The bibliography
supports that claim because transactional and transformational leadership can coexist
in a working environment. Furthermore, the second factor which consists of passive
management-by-exception and the laissez-faire Leadership demonstrates us clearly

the opposite side of an effective leadership style.

The factor structure of the MLQ has been studied for nearly thirty years to
different organizational contexts. (Antonakis, Avolio, Sivasubramaniam: 2003) The
findings indicate that the factor structure of the MLQ may not always be stable. For
example, there have been models that are structured by a number of factors ranging
from one to nine. In our research, we have found two factors that single out.

Researchers have reported the high levels multicollinearity among the
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transformational leadership scales so our results are logical and based on

bibliography.

As a matter of fact, the existence of an alternative model, a simpler factor structure
that contains two factors has been found in the past by researchers (as cited by Avolio
& Bass, 1995, 2000, 2004). The name of the two factors were Active Constructive
Leadership vs. Passive Corrective Leadership. If we compare the items from this
model and from our own results we will see that an identification exists so we

conclude that our results are matched with the proposed model.

One of the negative aspects of the research was the exclusion of the outcomes of
the Leadership styles because based on the answers, of the participants and the factor

Analysis which produced one factor only, safe results could not be extracted.

In our research we used Exploratory Factor Analysis. More results regarding our
sample could be extracted if we had continued using Confirmatory Factor Analysis.
But based on the scores of the two factors, we can say that transformational
Leadership can exist in schools and it is up to the principals to learn more about this
type of Leadership, to differentiate it from transactional practices, to combine both

styles effectively and develop effective leadership skills in practice.

As we try to reach a conclusion, Transformational Leadership is exercised by
principals in Greek Primary Education but it is combined with Transactional
Leadership. From the results of the sample, we can say that teachers perceive their
principals to demonstrate all of the components of Transformational Leadership and 6
items/behaviors of Transactional Leadership. Based on the score, a small percentage
of principals tend to exercise passive avoidant behavior. The high score of Active
Constructive Leadership factor is leading to us to the conclusion that the combination
of Transformational and Transactional Leadership is the one that most principals
exercise. Furthermore, the model of Leadership that is being extracted is the two

factor for which we talked earlier in our results.

Research on Transformational Leadership in the Greek Literature is limited. As a
style of Leadership that can bring significant changes in educational systems and in
the relations between principals and teachers, the significance of future research is

very important. The Greek Educational System has some negative aspects. Some of
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them are the changes that are based on Government policy and not based on scientific
research. The bureaucratic structure of Educational System and the omission of an
objective evaluation system. A leader is surely needed if we want to make our
Educational System to grow and become better. Can Transformational Leadership
make a change in the following years? Can we have leaders that exercise effectively
Transformational Leadership? A higher need for the development of principals who

will be more leaders than managers maybe is gradually coming close to a necessity.
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13. Limitations of the research

In every research there is a number of limitations and difficulties appearing. In our

research the limitations were:

» The sample of the research, the 50 teachers that answered the questionnaire, is
a sample that was formed within the capabilities of the researcher. Therefore,
we cannot say that the sample is representative. Thus, the results of this
research illustrate a tendency on how teachers perceive the leadership styles of
their principals but in any case these results cannot have a broader
generalization for all principals in Greek Primary Education.

» The MLQ5X that was used in our research is one of the most common
research tools for measuring leadership styles but the questionnaire can
produce different results depending the context of the research. In our case, the
MLQ5X showed that we could not accept all the factors that the MLQ5X
measured because after the factor analysis we found two main correlated
factors to stand out regarding the Greek Primary Education. Thus, the
measurement of the 4 I's of transformational leadership was not feasible for
every each component.

» One serious limitation was the exclusion of demographic characteristics from
the research. The MLQ5X did not include demographics in its structure and
additional items were not constructed by the researcher. Items like gender,
age, educational experience, the contract of the teacher that worked in the
school (substitute or main teacher), the possession of a Master Degree or a
PhD from the teacher. Without demographics, the research was limited to the
use of quantitative variables and not qualitative variables. Therefore, many
useful results between leadership styles and qualitative variables like the ones
we mentioned could not be justified or extracted.

» The results of the research are subjective. They display how teachers perceive
the appliance of specific leadership styles from the principal. For this reason,
maybe there is not high objectivity from the teachers that completed the

questionnaire.
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14. Suggestions and future research

Based on the bibliography, the results and the limitations of the current research,

we make some suggestions that could contribute in conducting future research:

>

We could do the same research for a representative sample regarding the
Greek Primary Educational System. The number 50 which was the number of
our participants in the research is fair enough but if we want a generalization
of results a larger sample is surely needed.

The inclusion of demographics in future research is necessary if we would
want to study connections between leadership styles and more specifically
transformational leadership with gender, age, years of experience and higher
education (master degree or PhD).

We could examine leadership styles in relation to the different geographic
areas of Greece. We could give a predetermined number of questionnaires to
teachers that serve in schools of different regions and then based on the results
to do an Anova Test to examine if there is a connection between leadership
styles and geographical areas.

In our research we examined the perceptions of teachers on the leadership
style of their principals. In a future research, questionnaires could be given
also to the principals to evaluate their leadership style. The MLQ5X has a
leader form and a rater form, so a comparison between the answers of the
leaders and the answers of the teachers could happen in a future research.

An alternative method for conducting a research is by making interviews. The
interviews could be done with principals of school units and with teachers.
Interviews can produce numerous behavioral examples and all they can help
understand specific leadership styles like the transformational in our case.
Along with interviews observation from the researcher could prove a useful
tool for discussion.

Finally, the development of transformational leadership on the Greek
Educational System could change the way school leadership is perceived.
Specific educational programs could be developed in the future so the
principals of school units can learn firstly the benefits of the appliance of
transformational principles in schools but also to practice methods and learn to
apply transformational leadership in action and in real situations.
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